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ABSTRACT
The literature indicates that leadership is of critical importance in the ability 
o f schools and school districts to change and evolve in order to meet the continuing 
demand for increased student achievement and accountability. Although there is no 
shortage o f theorists providing components to lead a change process, there is a void 
in the literature o f how administrators can use their character strengths and abilities 
to frame the challenges o f complex change in a positive way, which facilitates and 
fosters effectiveness and optimal experience.
This research examined the alignment of character strengths with leadership 
components for change. Furthermore, this study sought to identify the leadership 
profiles o f components for change that superintendents and principals exhibited 
based on their relative character strengths. The raters were made up of 18 third-year 
doctoral students from Northern Illinois University. Additionally, 324 
superintendents and principals from 18 counties in northern Illinois completed a 
strength survey, which allowed for an analysis o f leadership profiles of 
administrators based on specific demographic characteristics.
The results o f the classification o f strengths and components for change by 
the raters showed that all of the 24 strengths could be aligned within the five 
components for change. However, the responses from survey participants created an
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
alternative classification, which also displayed alignment of strengths to components 
for change, but grouping variation was observed. In order to make a meaningful 
correlation o f strengths to leadership components for change, the classification 
results based on the survey participants was utilized throughout the profile analysis.
The findings o f the profile analysis illustrate that significant variation in 
strengths that align with components for change were evident when making 
comparisons o f administrators based on their gender, experience, and their position 
of either superintendent or principal. The findings of this research sought to create a 
new niche for the exploration of character strength and the field of positive 
psychology and its implications for educational leadership, in particular leading 
change. Furthermore, this study brings to light the implications for administrators 
to become cognizant of how strengths can contribute to their effectiveness as 
leaders o f change.
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CHAPTER 1
INTRODUCTION
By the year 2014, 100% of public school children will demonstrate academic 
competencies that meet or exceed standards, as measured by a single test, regardless 
o f socioeconomic status, ethnicity, gender, language ability, or cognitive limitations. 
This daunting task is the essence of external accountability placed on educational 
leaders. Zemelman, Daniels, and Hyde (2005) indicate, “For twenty years we have 
been enduring the most intense period o f educational reform this country has ever 
seen” (p. 1). Therefore, public school administrators must demonstrate leadership 
qualities that foster and support sustained change that quickly results in an 
immediate and measurable increase in student achievement. Public education is 
facing continual scrutiny and criticism for a lack o f systemic achievement in a 
system that is built upon steep traditions such as agrarian scheduling and letter grade 
evaluation while being resistant to any reforms that change the traditional view of 
public education. Spady (2001) utilizes a sociological perspective in describing the 
familiarity of the term “school” and the impact on the system’s ability to change. A 
leader or anyone who wants to change the concept or mental model o f “school” in 
any way is up against massive inertia from stakeholders such as parents, 
communities, and even fellow educators. Nevertheless, states have invested
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
2enormous energy and political capital over the past decade to ensure an increase in 
student achievement. Legislators and policy makers are quick to join the effort to 
implement reform mandates that will hold public school systems accountable, each 
politician competing with the other to be the next “education president” or 
“education governor.” While promises for immediate results and accountability may 
gain applause from both sides o f the political aisle, the ramifications of these 
promises place educators in a difficult situation to make meaningful, complex 
changes quickly.
Imposed mandates that call for reform and change fail to understand that 
with any change there is a loss that occurs, and in order for individuals o f the 
organization to embrace the new, they must deal with the anxiety o f ending 
something of comfort and predictability (Bridges, 1991; Evans, 1996; Fullan & 
Stiegelbauer, 1991). There is no question that school reform and change initiatives 
can increase organizational effectiveness. However, these changes must be led in 
such a way that they become institutionalized and part o f the organizational culture 
rather than simply viewed by educators as “this too shall pass.”
Leaders of sustained reform understand that successful change in student 
performance takes about three years in elementary schools and about six years in a 
secondary school. Furthermore, successful change occurs in only a small number of 
schools and their sustainability over time is questionable due to frequent false starts 
and implementation o f projects and programs rather than system reform. This leads
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
3one to surmise that there is a strong movement for adoption and implementation but 
limited in institutionalization (Fullan, 2000; Schlechty, 2001; Senge, 1990).
There is a significant body of knowledge identifying the components that are 
necessary for creating meaningful and sustained change within an organization. 
These examples are equally as prevalent in business as in education. The literature 
o f leadership components for change share common characteristics such as attending 
to the human aspect of building relationships, creating a common shared vision of 
the future based on a moral purpose, building and communicating a need for change, 
providing staff development and capacity building, and a recognition of change and 
the systemic implications of the change process (Bolman & Deal, 1997; Fullan, 
2001a; Kotter, 1996; Schlechty, 2001; Schwahn & Spady, 1998; Senge, 1990).
While researchers may vary in the specificity o f the components, they all 
demonstrate common understanding of the need to create learning organizations to 
promote effectiveness. The components are relatively easy to identify through the 
understanding of change; however, the sustainability of change or the act of 
“changing” is extremely difficult and many times accompanied by pain and conflict, 
due to the complexity o f the process (DuFour & Eaker, 1998; Fullan & Stiegelbauer, 
1991; Schlechty, 2001).
The importance that Fullan places on understanding the change process 
within his components distinguishes his framework from other theorists on leading 
change. More importantly, he draws a direct relationship for leaders who exhibit the
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
4leadership components for change in their daily behaviors and also display a level of 
energy, enthusiasm, and hope (Fullan, 2001a). It is this distinction that creates a 
parallel to the philosophical tenets of positive psychology. Engaging in behaviors 
that create an optimal experience and an increase in one’s satisfaction or quality of 
life is one of the fundamental beliefs o f positive psychology, whereas other theorists 
identify that change is complex and a change in thinking or behavior of those being 
led is the desired outcome. Fullan’s model clearly identifies understanding change as 
a specific leadership component necessary in order to skillfully lead others through 
the change process as well as recognizing the importance of these five behaviors 
being tied to a leader’s increased level of optimism and satisfaction. It is these 
differences between simply understanding that change is complex versus having 
specific leadership skills that guide and support individuals in a purposive manner.
Fullan (2002) indicates that as sustainable educational reform becomes a 
clear agenda, the more leadership becomes prominent. He goes on to say that in 
order for administrators to lead in a culture of change, they must address the deeper 
matter of leadership. Research on leadership and its effects on the learning system in 
capacity building affirm the critical importance of transformational leadership in 
contributing to the successful progress of innovation (Lam, 2002; Leithwood & 
Jantzi, 1999; Schlechty, 2001).
The examination of leadership characteristics needed to lead educational 
change has become increasingly more difficult to foster. This notion is linked to a
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5constant drive to spend much of our time focusing on and trying to identify and 
correct weaknesses while paying little attention to the personal strengths that 
provide purpose and substance to leadership. The field o f positive psychology can be 
an integral aspect o f re-examining the view o f administrators to increase authentic 
engagement and productivity. Positive psychology makes a shift in thinking about 
human behavior from trying to fix vulnerabilities to the identification and utilization 
o f the specific strengths that all people possess. Utilizing one’s strengths increases 
the likelihood of authentic happiness, productivity, and the ability to achieve optimal 
experience (Cooper, 1997; Csikszentmihalyi, 1990; Seligman, 2002a). These virtues 
and strengths elicit positive emotions that can be recalled during challenging times 
(Fredrickson, 1998). It is the identification of individual virtues and using strengths 
that Seligman (2002a) suggests “is the key to produce authentic happiness and 
abundant gratification” (p. 13). It is a leader’s ability to operate in a realm of self- 
confidence that is grounded in realistic assessment o f individual strengths. Effective 
leaders base self-confidence on self-knowledge (Chemiss, 1998).
There are significant implications for merging the well-defined and theorized 
aspect o f leadership for change with the relatively new science of utilizing one’s 
personal strengths to maximize effectiveness and thus creating an environment that 
fosters leadership components from theory to action. The importance o f examining 
the correlation between administrators’ strengths and the components used to lead 
change creates opportunities to identify how administrators can more effectively
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6utilize their strengths. Furthermore, it shines a light on how leaders can maximize 
their leadership ability through the use of strengths and intrinsically motivating 
experiences. This creates an environment that promotes authentic engagement and 
personal growth not only for the administrator but for staff and students as well.
Purpose o f the Study
Based on the literature, it is evident that change of any kind is difficult. 
Furthermore, educational change that is sustained is more difficult because o f the 
human complexities and extraneous variables placed on the public school system by 
legislators and community constituencies. While there are numerous examples of 
successful leaders o f change, it is incumbent upon practitioners to continually seek 
to leverage effectiveness o f leadership through the understanding of their own 
strengths that can be maximized not only to create a change in the organization but 
also to create a heightened level of personal satisfaction and growth. The 
relationship between a leader’s strengths and components that facilitate change 
should allow the administrator to more effectively utilize his/her personal strengths, 
creating opportunities to increase leadership capacity. It is paramount that leaders 
must possess intangible characteristics that enable them to build the capacity in 
others in order to lead a school or district in sustained educational change. However, 
leaders need to be able to identify and use their strengths to understand and lead a 
change process.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
7This study sought to address the classification of strengths that increase 
leadership effectiveness o f change by mapping specific character strengths with 
components for leading change while examining the correlation o f strengths and 
leadership components for change in Illinois public school administrators. Through 
this process, administrators can identify character strengths and how these strengths 
are aligned to leadership components for change. This new understanding creates 
opportunities to demonstrate leadership for change that fosters more enthusiasm and 
optimism and thus more satisfaction in their role as leaders.
Using quantitative research methodology, this study utilized a sequential 
approach utilizing two data collection methods. The initial data collection employed 
a mapping process, which sought to create an alignment between character strengths 
and leadership components for change. This was followed by a survey that collected 
data on specific strengths of participants in order for a statistical comparison and 
analysis of strengths and leadership components to occur in order to answer specific 
research questions.
The use of multivariate statistics seeks to describe character strength profiles 
based on specific administrator characteristics that may lead to a greater expectancy 
o f possessing particular character strengths which may increase the likelihood of 
demonstrating leadership components for change and consequently leading change 
in a more effective manner. The data indicate a classification between the 24 
strengths to the five leadership components for change. Furthermore, participants
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
also identified the level o f relationship that each strength and leadership component 
shares through the use of a Likert scale.
The second aspect o f the study utilized a modified Values-in-Action (VIA) 
Strength Survey, which participants took to create strength profiles that aligned to 
the leadership components for change. The awareness o f these strengths as they 
relate to leading change are critical, as individuals that engage in activities that 
incorporate their strengths tend to be more productive, engage in optimal 
experiences or flow more readily, and are more likely to experience authentic 
happiness. Furthermore, the cultivation of optimal experiences promotes individual 
development (Csikszentmihalyi, 1990; Massimini & Delle Fave, 2000; Seligman, 
2002a). Using the administrator’s strength profile, the study sought to identify 
specific leadership components present based on their strengths. This answered the 
question: How can the leadership profiles be described and how do these profiles 
relate to specific characteristics of superintendents and principals? These 
components are identified as instrumental in leading sustained change. Furthermore, 
the demonstration of these components in a leader’s daily behavior tends to result in 
a positive intentional or unintentional byproduct of more energy, enthusiasm, and 
hope. The five components are identified in Fullan’s (2001a) leadership framework 
for change, which represents “independent and mutual reinforcing forces for 
positive change” (p. 3). The five components are relationship building,
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
9understanding change, coherence making, knowledge creation and sharing, and 
moral purpose (Fullan, 2001a).
Significance o f the Study
Leaders operate under a microscope in a way that they have never had to 
before. The desire o f educational leaders to change and evolve has developed into a 
societal mandate, a mandate that carries significant consequences for the failure to 
demonstrate student achievement. Fullan (2000) indicates that an educator’s new 
environment is complex, turbulent, contradictory, relentless, and unpredictable 
while the demand for better performance and accountability is increased. Much 
research is available on the components that are necessary for meaningful change to 
occur. However, much less is known about the strengths that are inherent in each 
leader that foster the components o f change. Researchers in the field o f positive 
psychology use character strengths as the psychological ingredients that define 
virtues. This study utilized character strengths as distinguishable routes, not to 
define but foster the leadership components for change (Peterson & Seligman,
2004). The challenge leaders have is to identify the strengths that enable them to 
lead change based on the specific components identified by Fullan as those critical 
for administrators to engage in activities that create optimal experiences. This allows 
leaders to foster effectiveness within themselves while increasing productivity for
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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those they lead by creating conditions that provide motivation for others to act (Ryan 
& Deci, 2000).
Fullan (2001a) suggests that leaders who demonstrate the five leadership 
components for change in their daily behavior also tend to display a level o f energy, 
enthusiasm, and hope. However, Fullan also acknowledges that the display of these 
positive perceptions could be a “chicken-or-the-egg” phenomenon, noting that it is 
not known if  the demonstration of the five leadership components creates feelings of 
increased energy, enthusiasm, and hope or whether leaders who have the propensity 
for energy, enthusiasm, and hope more readily exhibit the five leadership 
components for change. The field of positive psychology would recognize that there 
is always a relationship between a positive disposition and a person’s ability to be an 
effective leader. Peterson and Seligman (2004) assert, “Character strengths are the 
bedrock of the human condition and that strengths-congruent activity represents an 
important route to the psychological good life” (p. 41). This would suggest that a 
leader could create an optimal experience through the display o f leadership 
behaviors thus fostering energy, enthusiasm, and hope. Furthermore, leaders who 
possess strengths that closely align with the leadership components for change may 
have the ability to leverage their level o f personal satisfaction to a greater extent.
One of the greatest challenges facing leaders in today’s society is learning how to 
provide leadership by creating optimal experiences in leadership activities through
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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identification and the maximizing of strengths rather than through simple abstract 
ideas and analysis (Cooper, 1997; Csikszentmihalyi, 1990; Seligman, 2002a).
Research Questions
Using quantitative research methodology, this study examined the following 
major questions generated for this study:
1. How do raters align leadership components for change and character 
strengths?
2. How do the data from participants support the mapping o f leadership 
components for change and character strengths?
3. How can the leadership profiles be described and how do these profiles 
relate to specific characteristics of superintendents and principals?
Delimitations of the Study
This study was confined to public school superintendents and principals in 
northern Illinois who currently hold positions within unit districts. In order to 
increase the participation rate, the VIA Strength Survey of 240 questions was 
modified to 96 questions. While efforts were taken to increase the level o f construct 
validity, it is possible the definitiveness o f the instrument in clearly identifying 
administrator’s strengths may have been impacted.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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The limitations o f this study include the following:
1. Participants utilized a self-administered personal strength survey that 
may have led to bias as participants may not have selected their true characteristics.
2. Although the modification of the VIA Strength Survey from 240 to 96 
items may have increased the response rate o f participants, the modifications may 
have inadvertently limited the definitiveness o f the Strength Survey.
3. The purposive nature o f this study may have limited this study’s ability 
to be generalizable to all school administrators throughout the country.
Definition of Terms
To assist in the understanding of this study, the following definitions are here 
supplied:
Change: “A process by which alteration occurred in the structure and 
functioning of a social system” (Johnson, 1976, p. 11).
Change agent: One who is self-conscious about the nature o f change and the 
change process (Fullan, 1993).
Flow: An experience in which people are so engaged in an activity that 
nothing else seems to matter; the experience is so enjoyable that people will do it at 
great cost, simply for the enjoyment of the activity (Csikszentmihalyi, 1990).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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Implementation: The translation o f any tool or technique, process, or method 
of doing from knowledge to practice. It encompasses the range o f activities that 
takes place between “adoption” of a tool or technique and its stable incorporation 
into ongoing organizational practice (Tomatzky & Johnson, 1982).
Leadership framework o f change: “A framework for thinking about and 
leading complex change using the following five components of leadership that 
represent independent but mutual reinforcing forces for change” (Fullan, 2001a, 
p. 3).
1. Coherence making: Leaders that continually search for connectedness
and strive to focus energy to achieve greater alignment. (Fullan, 2001a)
2. Knowledge creation: Leaders’ commitment to constantly generating and 
increasing knowledge inside and outside the organization. (Fullan,
2001a, p. 6)
3. Moral purpose: Acting with the intention o f making a positive difference 
in the lives of employees, customers, and society as a whole. (Fullan, 
2001a, p. 3)
4. Relationship building: Leaders who consummate relationships with 
diverse people and groups, fostering purposeful interaction and problem 
solving. (Fullan, 2001a, p. 5)
5. Understanding the change process: Leaders who combine a commitment 
to moral purpose with a healthy respect for the complexities of the 
change process. (Fullan, 2001, p. 5)
Positive psychology: A study of optimal living based on a three-pillared 
approach including (1) the study of positive emotion; (2) the study of positive traits, 
foremost among them the strengths and virtues; and (3) the study o f positive
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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institutions, such as democracy, strong families, and free inquiry, that support the 
virtues which in turn support positive emotions (Seligman, 2002a).
Organization of the Study
Chapter 1 has included the introduction, purpose of the study, significance of 
the study, research questions, delimitations and limitations o f the study, and finally a 
definition o f terms used in the study. Chapter 2 reviews the literature associated with 
the historical and current educational reform movement, issues related to leadership 
and understanding the change process, and implications of character strengths in 
leadership and the field of positive psychology. Chapter 3 contains the research 
methodology and design, participant sample, instrumentation, data collection, and 
process for the analysis o f data. Chapter 4 contains an analysis o f the data. Chapter 5 
includes the presentation of final summary and conclusions, implications for future 
research, and a discussion of limitations to the study.
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CHAPTER 2
REVIEW OF RELATED LITERATURE
The review o f the related literature provides a background of the information 
used to investigate the problem of identifying school administrators’ strength 
profiles which increase leaders’ abilities to lead meaningful change. The literature 
review is organized into three major sections. The first outlines the major reform 
initiatives that have required public schools to continually change over the course of 
educational history. The second section reviews the conceptual and theoretical 
underpinnings, characteristics, and research with respect to the change process and 
the leadership required to facilitate change. The third section focuses on the tenets of 
positive psychology and personal strengths in promoting effective leadership.
The Historical Movement for Educational Reform
Historically, public education has always been a pawn for the national, 
social, and economic issues that the country has faced for decades. Harvey (2003) 
indicates, “Schools are not the source o f society’s inequities and are unlikely to be 
the entire solution. Educators would be foolish to assume the burden of fixing all of 
society’s problems” (p. 21). However, when the strengths of the nation are 
challenged, the schools are very often called upon to produce students who are better
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
16
equipped to handle these issues in the future. During the Cold War of the 1950s, 
schools were criticized for the weak link in the national defense. As a result, the 
National Defense Education Act was created in 1958 to address the need for better 
math and science instruction. This need for increasing the academic rigor and the 
call for inquiry-based and student-centered learning came to a head on October 4, 
1957, when the Soviet Union launched a satellite called “Sputnik” (Fullan & 
Stiegelbauer, 1991; Ravitch, 1983). The launching of Sputnik called to question the 
previously unchallenged American intellectual superiority within the industrialized 
nations. As the nation searched for answers for the loss in the race to space, many 
called to question the effectiveness of the public schools as a reason that the United 
States had fallen behind Russia (DuFour & Eaker, 1998).
During the 1960s, the nation faced an inner conflict that threatened the moral 
fabric o f the nation. The United States was dealing with issues such as civil rights, 
segregation, and the Vietnam War. These events caused the national agenda for 
education to shift the focus on excellence from the late 1950s’ competition with 
Russia to the needs of equity o f the disadvantaged within the country (Ravitch,
1983). During this time, the Elementary and Secondary Education Act (ESEA) was 
passed in 1965 (Spring, 2002). ESEA was implemented by President Lyndon 
Johnson to fight the war on poverty within the nation. The importance of ESEA was 
the first real attempt by the federal government to address the financial inequities 
among students and public school districts {School Reform, 2001). Despite the best
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intentions o f ESEA, there continued to be racial inequities within the country as 
minority students continued to underachieve and the demand for systemic change 
was never actualized or satisfied (Ravitch, 1983). Consequently, the public school 
system continued to be a relentless target for the societal weaknesses o f a nation.
By the 1980s, the American public had turned a spotlight on the “plight” of 
American public education. One of the most notable catalysts for the increased 
intensity o f the reform movement was the releasing of the document A Nation at 
Risk in 1983 by the National Commission on Excellence (DuFour & Eaker, 1998). 
The report detailed the poor academic quality of public schools, creating what is 
known as the “Excellence Movement,” which called for reasserting emphasis on 
curriculum, more graduation requirements, and more rigorous testing (DuFour & 
Eaker, 1998; Spring, 2002). The report was in response to the perceived inability of 
the United States to compete in international markets and growing frustration with 
relatively high unemployment and decreased productivity (Fullan & Stiegelbauer, 
1991; Spring, 2002).
While the country’s attention was squarely focused on the failings o f public 
education, there were some who disagreed with the Nation at Risk accusations. Most 
notably, Berliner and Biddle’s The Manufactured Crisis (1995) refuted the claims 
that the school system was failing and in fact they suggested that schools were more 
effective than ever. Berliner and Biddle further exclaimed that the reports and 
current reforms were purely political in nature in order to deflect attention off the
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economy and social problems while having very little to do with improving the state 
o f education. Despite some opposition, the fundamental assumption appeared to be 
that schools needed to do a better job of selecting and sorting the population. The 
publication o f A Nation at Risk was the impetus for numerous reform efforts across 
the country. While educators around the country were critically examining their 
educational programs and implementing various reform models, the federal 
government was reducing its share o f the educational budget (Fullan, 1991). 
Consequently, the result o f the Excellence Movement was more o f the same limited 
success in implementing meaningful reform that became institutionalized within 
public education.
With the perceived failure of the Excellence Movement in 1989, President 
George H. Bush convened the nation’s governors for only the third time in the 
country’s history to address one topic, education (DuFour & Eaker, 1998). The 
result of the Bush Summit was the creation of Goals 2000, six national goals for the 
country to achieve by the year 2000 (Berger, 2000) and thus was the beginning of 
the standards-based reform movement. The Goals 2000 legislation was an attempt to 
provide some stability and standardization to the expected learning outcomes for 
students across the country. Each state was to create and implement a standards- 
based curriculum to provide academic rigor and accountability (School Reform, 
2001). However, the lack of consistency and common definitions of what the 
standards should address created many false starts and confusion in implementing
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standards-based reform (Berger, 2000). The pattern of false starts and genuine 
efforts to implement standards-based reforms that created meaningful learning for 
students continued throughout the decade of the 1990s.
President George W. Bush enacted the most sweeping and most talked-about 
legislative reform in January of 2001. The No Child Left Behind Act (NCLB) is a 
framework created to ensure increased performance in all of the nation’s elementary 
and secondary schools while also ensuring that no student is trapped in a failing 
school (U.S. Department o f Education, 2003). The NCLB Act is a reauthorization of 
the Elementary and Secondary Education Act of 1965. This revision has a 
foundation on holding schools accountable, offering school choice, and flexibility in 
federal education programs (U.S. Department o f Education, 2003).
Despite the optimism of President George W. Bush, the NCLB has met with 
much criticism. The goals o f the NCLB are noble and well intended in its vision. 
However, the implementation of NCLB turns this dream into a nightmare (Harvey, 
2003). Educators fear that the NCLB legislation is one in a long line of good ideas 
dictated by the federal government without the input of those charged with its 
implementation and ignores earlier strategies that failed to produce the intended 
results (Elmore, 2003; Harvey, 2003). The historical landscape o f public education 
is spotted with a lengthy list o f federal mandates from the Smith-Hughes Act of 
1917 to the No Child Left Behind Act of 2001. The results are the same. None has 
been kept due to the continued belief that education can be improved with quick
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fixes or short-term solutions (DuFour & Eaker, 1998; Elmore, 2003; Fullan, 2001b; 
Harvey, 2003).
Each of the last five decades has been marked by the call for subtle and not- 
so-subtle change to the public school system. All have called for large-scale reform 
to address the current societal pressures of the times. Spring (2002) indicates that it 
is very difficult to determine in today’s political climate whether education policies 
are due to the will of the people or policies initiated by politicians to win votes. We 
have learned that each reform movement, regardless o f the motivation, has fallen 
victim to similar difficulties. The difficulties include the inability o f change to be 
sustained due to the complexity of political and social pressures any large-scale 
reform must endure.
The Change Process
The more researchers and practitioners learn about the change process, the 
more difficult the process becomes. The more complex society gets, the more 
sophisticated leadership must become in order to facilitate a systemic change 
process (Fullan, 2001b). Complicating the process is the rapid, unpredictable, and 
nonlinear climate in which change is occurring, as well as a need by organizational 
leaders to continually try to manage change. The complexity o f change makes this 
control elusive. However, the implementation of change can be influenced and 
navigated by skillful leaders (Duffy, 2004; Fullan, 2001b; McLagan, 2002). Phillip
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Schlechty (2001), founder of the Center for Leadership in School Reform, indicates 
that school leaders seem to be unable to focus on the change they introduced to 
improve performance of the system they lead. Instead, the focus is on a specific 
project or program which falls short o f the intended systemic change desired. 
Consequently, each time a new wave o f school reform is entered into the culture. 
Teachers and administrators tend to become cynical while waiting for the perceived 
“educational fad” to pass. Educators have been conditioned to adopt a more cynical 
approach to reform efforts. Their cynicism is due to the limited success for systemic 
change becoming a truly sustained part of the culture. According to Fullan (2001b), 
“A large part o f the problem of educational change may be less a question of 
dogmatic resistance and bad intentions and more a question o f the difficulties related 
to planning and coordinating a multilevel social process involving thousands of 
people” (p. 69). The difficulty is not the beginning o f a change process but the 
ability of a leader to create a system of support that sustains change. It is sustaining 
change that is the challenge. The dimensions of change are known and relatively 
easily understood. Systemic change is messy, uncertain, and complex (DuFour & 
Eaker, 1998; Schlechty, 2001). Conner (1993) suggests that educational change is 
becoming more difficult due to the rapid rate o f new knowledge in the field. Further 
complicating change is the increased diversity of students and diminished human 
and financial resources available to implement change initiatives.
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Fullan (2001a) created a framework for thinking about leading a complex 
change process based on his research and experience in educational reform 
implementations throughout the world. This framework is the result o f a 
convergence o f theories, knowledge bases, and strategies that assist in solving 
complex problems. Fullan’s framework for leading change includes the following 
components that leaders must address in creating a climate that supports sustained 
change:
1. Moral purpose—Acting with the intention o f making a positive difference in 
the lives o f employees, customers, and society as a whole.
2. Understanding change—Leaders who combine a commitment to moral 
purpose with a healthy respect for the complexities o f the change process.
3. Relationship building—Leaders who consummate relationships with diverse 
people and groups, fostering purposeful interaction and problem solving.
4. Knowledge creation and sharing—Leaders’ commitment to constantly 
generating and increasing knowledge inside and outside the organization.
5. Coherence making—Leaders that continually search for connectedness and 
strive to focus energy to achieve greater alignment.
Fullan suggests, “There are strong reasons to believe that five components of 
leadership represent independent but mutually reinforcing forces for positive 
change” (p. 3). The specific characteristics are ever present in the research that 
promotes learning organizations that build the capacity to sustain change.
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Miller (2002) examined the role o f the “insider change leaders” through an 
ethnographic study which suggests that leaders within an organization are better able 
to build relationships, trust, and fit values within the existing culture. His position is 
based on the ability to meet teachers’ intrinsic motivation and moral purpose for 
increasing motivation for change. Teachers are more likely to accept change when 
they have a proven and trusting relationship with the initiator. Miller also identifies 
the relationships that build capacity for teacher leadership and empowerment. Senge
(1990) identifies this empowerment as a necessary condition for alignment and 
productivity while reducing the inevitable chaos associated with change.
Schwahn and Spady (1998) conducted an extensive review of leadership 
characteristics for change and identified similar components that they define as 
essential conditions for positive change to occur. They suggest that the goal of 
leaders is to sustain five pillars o f leadership. These pillars include the following:
1. Purpose: Establishing the reason the organization exists.
2. Vision: The blueprint or road map for change.
3. Ownership: Strong identification and commitment to the purpose and 
vision.
4. Capacity: Knowledge, skills, and resources needed in order for change to 
occur.
5. Support: Policies, decisions, and resources that enable employees to 
make and sustain the changes implied in the purpose and vision, (pp. 22- 
23)
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Kotter (1996), an author and researcher o f leadership from the Harvard 
School o f Business, suggests eight steps o f change that are facing leaders in business 
as well as any organization that hopes to bring about radical and fundamental 
change:
1. Establishing a sense o f urgency.
2. Forming a powerful guiding coalition.
3. Creating a vision.
4. Communicating the vision.
5. Empowering others to act on the vision.
6. Planning for and creating short-term wins.
7. Consolidating improvement and producing still more change.
8. Institutionalizing new approaches, (p. 21)
Jackson (2000) conducted an eight-year study with the Improving the 
Quality o f Education for All (IQEA) school improvement project. Jackson’s results 
focused on the human implications of sustaining change through the school 
improvement process based on values, shared leadership context, and capacity 
creation through learning. Results of this study gave rise to what Jackson indicated 
as a new paradigm for leading change. Three conclusions about leadership were 
developed for leading successful change to increase school improvement:
(1) School leaders have to develop and expand their leadership repertoires.
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(2) The school improvement journey offers a context for the development 
o f new understandings, both about leadership and about school 
development.
(3) The collaborative processes inherent to school improvement offer the 
opportunity for teachers to study, to learn about, to share, and to enact 
leadership. (Jackson, 2000, p. 70)
Understanding the Change Process
A number o f researchers on reform and change theory articulate the 
characteristics and complexity of “change” that provide challenges to successful 
institutionalization of change (Duffy, 2004; DuFour & Eaker, 1998; Fullan, 2001b; 
McLagan, 2002; Schlechty, 2001; Schwahn & Spady, 1998). However, Bridges
(1991) identifies the “transitions” o f a reform movement that cause difficulties. He 
says, "Change is situational and is not the same as transition. Transition is the 
psychological process people go through to come to terms with the new situation. 
Change is external, transition is internal" (p. 3). Successful change at any level 
begins with the improvement o f the people in the organization. This requires leaders 
to examine the implementation of change from multiple humanistic perspectives, 
both psychological and sociological. Leaders o f change must acknowledge that with 
any change in behavior or thought process there involves loss, anxiety, and 
frustration (Bridges, 1991; Evans, 1996; Fullan & Stieglbauer, 1991). DuFour and 
Eaker (1998) suggest that it is incumbent upon a leader to foster a learning 
community that creates a culture o f exploration. They go on to say that change
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without the presence of discomfort in the beginning stages suggests that the change 
may not be meaningful to the organization.
To create an understanding o f leading change, Fullan (2001b) indicates that 
there are no shortcuts. He identifies six aspects leaders must understand about 
change: (1) “The goal is not to innovate the most, (2) it is not enough to have the 
best idea, (3) appreciate the implementation dip, (4) redefine resistance, (5) 
reculturing is the name of the game, (6) never a checklist, always complexity” (p.
34). A critical component for leaders in moving teachers through change is being 
able to identify the stages of the change process and the subsequent support needed 
in order to move people through the various stages. Duffy (2004) suggests that as 
schools begin to improve, performance leaders must understand that there is not a 
direct path to the next level. Schools must go down hill in order to go back up. This 
temporary downward movement involves participants feeling less effective, less 
skilled, and less successful. Fullan (2001b) indicates that based on his research of 
schools that implemented effective change, all experienced an “implementation dip” 
as they progressed. He, along with Duffy, identified this dip as a temporary 
reduction in performance as teachers learn new skills to implement innovation. 
Fullan goes on to suggest, “Leaders who understand the implementation dip know 
that people are experiencing two kinds of problems when they are in the dip—the 
social-psychological fear o f change, and the lack o f technical know-how or skills to
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make the change work” (p. 41). Evans (1996) views the change process in five 
stages:
(1) unfreezing—lessening the fear o f trying something new; (2) moving from 
loss to commitment—letting go of the old and embracing the new; (3) moving 
from old competence to new competence-helping staff acquire new skills; (4) 
confusion to coherence—resolving uncertainty through communication and 
support; and (5) conflict to consensus—anticipate friction, address it 
constructively, and work to build optimal understanding among stakeholders, 
(pp. 56-69)
The art o f leading change is the administrator’s ability to have an 
understanding of the complexities involved in the change process. The research 
provides much congruence in the essence o f leading change. While the researchers 
may vary in the specificity of the components, they all demonstrate common 
understanding of the creation o f learning organizations to foster sustained 
innovation in schools. The components are relatively easy to identify through the 
understanding of change. However, the sustainability o f change or the “act of 
changing” is extremely difficult and many times is accompanied by pain and conflict 
due to the complexity of the process (DuFour & Eaker, 1998; Fullan & Stiegelbauer, 
1991; Schlechty, 2001).
Leadership
Imperative in creating a culture that supports continuous improvement is the 
presence of a leader who builds the capacity of all members o f the organization. The 
goal of thinking about the role of leadership is not to focus on the abilities of
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charismatic or well-known leaders. The measure o f effective leadership is not the
ability and notoriety o f the head (i.e., the leader) but the health o f the body (i.e., the
organization) (DePree, 1989). The sign o f an outstanding leader is his or her ability
to build capacity as identified by performance to achieve the organization’s goals
(DePree, 1989). Transformational leadership has been defined as:
leadership [that] fundamentally aims to foster capacity development and 
higher levels of personal commitment to organizational goals on the part 
o f leaders’ colleagues. Increased capacities and commitment are 
assumed to result in extra effort and greater productivity. (Leithwood 
& Jantzi, 1999, p. 453)
Senge (1990) identifies a new view o f leadership in learning organizations. He 
suggests, “Leaders are designers, stewards, and teachers. They are responsible for 
building organizations where people continually expand their capabilities to 
understand complexity, clarify vision, and improve shared mental models” (p. 340).
Schwahn and Spady (1998) compiled major studies that examined leadership 
and change and categorized characteristics called domains o f leadership 
performance that embody a distinctive set o f leadership performance roles and skills. 
The five domains include:
Authentic Leadership Domain 
Visionary Leadership Domain 
Cultural Leadership Domain 
Quality Leadership Domain 
Service Leadership Domain (pp. 24-27)
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Each of the aforementioned domains characterizes the essence o f leadership. These 
domains also embody the vast complexity that leaders face, as they must employ 
situational leadership within the context of the purpose and vision o f the 
organization. It is the spiritual nature of leadership that creates the “flow” 
experience between the self, activities, and the relationship that transports people 
beyond the mundane and fosters moral purpose (Csikszentmihalyi, 1990; Fullan, 
2003; Stokley, 2002).
Collins (2001) researched 11 corporations that demonstrated cumulative 
returns o f at least three times the market value over a period o f 15 years. Collins and 
his team of researchers examined what these 11 corporations did that made them 
move from good to great and what distinguished these companies from the other 
comparison companies. Through this research, a five-level leadership hierarchy was 
created, with a level 5 leader demonstrating the most effectiveness.
LEVEL 1: Highly Capable Individual 
LEVEL 2: Contributing Team Member 
LEVEL 3: Competent Manager 
LEVEL 4: Effective Leader 
LEVEL 5: Executive (p. 20)
While Collins did not want to focus on the executive, the data gathered 
pointed to one overwhelming constant: “All good-to-great companies had level 5 
leaders” (p. 22). These level 5 leaders had leadership characteristics that built
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enduring greatness while displaying a quiet humility and an intense professional will 
to achieve; however, the ambition of level 5 leaders centered on the success of the 
company and not themselves. Conversely, none of the comparison companies 
demonstrated level 5 leaders. Furthermore, the research concluded that the “larger- 
than-life” leader from outside the organization had a negative correlation. Fullan 
(2003) described charismatic leaders as the wrong characteristic for getting the job 
done for the long-term development of the organization. Effective leaders 
demonstrate quiet virtues o f restraint, modesty, and tenacity and are preoccupied 
with the overall learning and solving o f the complex issues facing the companies 
(Badaracco, 2002; Farson & Keys, 2002).
The critical importance of transformational leadership transcends geography 
and occupation, as indicated by Day’s (2000) research in identifying 
transformational leadership characteristics o f head teachers (principals) in the 
United Kingdom. This finding is congruent with the leadership components 
identified by Collins (2001) as good-to-great companies. “They include leaders that 
are value led, people centered, achievement oriented, inward and outward facing, 
and having the ability to manage numerous ongoing tensions and dilemmas” (p. 56).
Lam (2002) reported the importance o f transformational leadership of 
principals in promoting organizational learning in Australia, Hong Kong, Canada, 
and Taiwan. His research concluded that transformational leadership was significant 
in every region when compared with other school factors such as structure and
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culture. The multiethnic and cultural study emphasizes the importance leadership 
plays in shaping strategies for systemic improvement in turbulent environmental 
constraints (Lam, 2002).
Fullan (2001a) conducted research on leadership while he participated in the 
implementation o f the National Literacy and Numeracy Strategy in England from 
1997-2002. His evaluation of the program created common understandings about the 
importance o f transformational leadership in this program. While the achievement 
o f the students participating in this program increased, the morale of the teachers 
decreased during the same period of time. The cause seemed to be that the focus was 
simply and almost exclusively on the achievement o f student outcomes and not on 
creating and leading teachers to a dynamic and engaging work environment. Based 
on Fullan’s observations, he summarized what an effective leader should 
demonstrate: “(1) explicit “making-a-difference” sense of purpose, (2) strategies to 
mobilize people to handle tough problems, (3) accountability by measurable 
indicators o f success, (4) assess the extent which creates people intrinsic 
commitment to the moral purpose” (p. 20).
Leithwood and Jantzi (1999) further support the critical need for 
transformational leadership in their study that surveyed 1,818 teachers and 6,490 
students from 94 elementary schools to examine the effect o f transformational 
leadership on organizational conditions and its impact on student engagement. The 
results o f their research indicate that transformational leadership had strong effects
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on school conditions, which in turn had strong direct effects on classroom 
conditions. While transformational leadership did not have a significant impact on 
student engagement, it influences the classroom conditions which do have an impact 
on student engagement and identification. The model of transformational leadership 
created from Leithwood and Jantzi’s (1999) research includes six leadership 
dimensions: “(1) building school vision and goals, (2) providing intellectual 
stimulation, (3) individualizing support, (4) symbolizing professional practice and 
values, (5) demonstrating high performance and expectations, and (6) developing 
structures to foster participation in school decisions” (p. 454).
The importance of transformational leadership across all organizations is 
critical to leading fundamental reform efforts. Furthermore, it is the absence of 
transformational leadership and the failure to provide necessary support to teachers 
that inhibits the pace and effectiveness of school reform more than any other factor 
(Schlechty, 2001; Schwahn & Spady, 1998).
Positive Psychology
A rapidly emerging field o f study within the social and behavioral sciences is 
that o f positive psychology. This new field of psychology is one which has a focus 
on an individual’s well-being and satisfaction while examining how people can 
create conditions for happiness, optimism, well-being, and hope (Deiner, 2000; 
Seligman, 2002a). Seligman and Csikszentmihalyi (2000) suggest, “The field of
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positive psychology at a subjective level is about valued subjective experiences—
well-being, contentment, satisfaction (past), hope, optimism (future), and flow and
happiness (present)” (p. 5). Fredrickson (2003) submits that positive psychology
seeks to unravel how individuals can create positive meaning from ordinary
experience as well as cognizant of how positive experiences can be cultivated in
order for individuals to persevere in times o f difficulty. Other researchers in the field
have defined positive psychology as follows:
The scientific study of optimal human functioning. It aims to 
discover and promote the factors that allow individuals and 
communities to thrive. The positive psychology movement represents 
a new commitment on the part o f research psychologists to focus 
attention upon the sources of psychological health, thereby going 
beyond prior emphases upon disease and disorder. (Sheldon,
Fredrickson, Rathunde, Csikszentmihalyi, & Haidt, 2000, p. 1)
Sheldon and King (2001) provide a simple definition of positive psychology as the
“scientific study of ordinary human strengths and virtues” (p. 216). However, to take
the vast possibilities and multifaceted field of positive psychology to what may be
its very essence would be to use Seligman’s (2002a) term o f a “Good Life.” All of
the theory and research seek to define and describe the building o f a Good Life.
Historical Evolution o f Psychology
To have an appreciation of where the field o f positive psychology is headed, 
we must have an understanding of the evolution from which psychology has come.
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Prior to World War II, the field o f psychology had a more holistic view 
regarding human behavior, as the focus was primarily on curing mental illness, 
making the lives o f people more fulfilling and productive, and identifying and 
fostering genius (Miller & Harvey, 2001; Seligman, 2002b; Seligman & 
Csikszentmihalyi, 2000). Even in the late 1800s in the first psychological clinic in 
the United States, psychologists had a focus primarily on children with learning 
problems and issues dealing with school problems and not necessarily with “mental 
disorders” or what is considered “abnormal psychology” (Maddux, 2002).
The post-World War II era had a profound impact on the direction of 
psychology for decades to come. Following the end of World War II, the Veterans 
Administration (VA) was founded to meet the significant needs of servicemen 
returning from the Pacific and Europe. Soon after, the VA joined forces with the 
American Psychological Association to develop training centers in VA hospitals as 
well as to create standards for clinical psychologists. This movement shifted the 
focus to mental health as they were working in psychiatric settings (Maddux, 2002; 
Miller & Harvey, 2001; Seligman & Csikszentmihalyi, 2000). Furthermore, the 
economic landscape o f the country had shifted in a postwar decline, and 
psychologists found that they could make a living simply treating mental illness, as 
the National Institute of Mental Health was created in 1947 (Maddux, 2002; 
Seligman & Csikszentmihalyi, 2000). By the 1950s, psychology had aligned itself 
with the health profession and thus adopted the view of having patients that were to
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be diagnosed and then treated (Maddux, 2002). Further aligning with the medical 
model was the creation of the Diagnostic Statistical Manual (DSM), which sought to 
pathologize the human condition in order to categorize symptoms to make a 
diagnosis and prescribe a treatment (Maddux, 2002; Peterson & Seligman, 2004). 
Given these circumstances, the field of psychology had all but forgotten the aspects 
o f making people’s lives better and nurturing genius that were fundamental missions 
o f psychology and thus became preoccupied with victimology (Miller & Harvey, 
2001). It should be noted that there have been attempts by humanistic psychologists 
to provide research and substantive writings dealing with aspects that improve 
people’s lives by notable psychologists such as Abraham Maslow, Carl Rogers, and 
others. However, this movement sustained little empirical base from the scientific 
community despite interest within the general culture (Seligman &
Csikszentmihalyi, 2000).
Traditional psychology had become effective in treating disorders and mental 
illnesses that impacted people’s lives; however, there were very limited 
scientifically sound techniques for assisting people to achieve optimal experiences 
and to flourish (Csikszentmihalyi, 1990; Fredrickson, 2003; Seligman, 2002b).
During his term as the president of the American Psychological Association, 
Martin Seligman, along with Mihaly Csikszentmihalyi, spearheaded a movement in 
psychology focusing on positive emotions that enable people to have optimal living 
experiences through the identification of virtues and personal strengths that induce
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positive emotions (Fredrickson, 2003; Seligman, 2002b). It is the focus o f positive 
psychology to assist people in leveraging happiness while controlling the conditions 
that lead people to experience happiness through a more optimistic interpretation of 
external events (Csikszentmihalyi, 1990). The current view of illness ideology being 
practiced in psychology is incongruent with the fundamental principles o f positive 
psychology. The incongruence is exemplified by Seligman and Csikszentmihalyi 
(2000), as they indicate, “Psychology is not just the study of pathology, weakness 
and damage, but also the study o f strength and virtue” (p. 7). Furthermore, they 
suggest, “If psychologists wish to improve the human condition, it is not enough to 
help those who suffer. The majority o f normal people also need examples and 
advice to reach a richer and fulfilling existence” (Seligman & Csikszentmihalyi, 
2000, p. 10). The discoveries of positive psychology as a new science offer an 
insight to improve the individual and collective well-being of a society, as little is 
known about the state o f human flourishing, motives, and capacities (Fredrickson, 
2003; Sheldon & King, 2001).
Positive Emotions. Optimism. Happiness, and Resiliency
The positive psychology movement has begun to unify other schools of 
thought that until recently were minor branches of traditional psychology. Studies 
regarding positive emotions, happiness, optimal experience, and character strengths 
had no defined field or empirical base with which to align.
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Research of positive emotions suggests that people must cultivate positive 
meaning through their everyday experiences (Fredrickson, 2003; Seligman, 2002a). 
Furthermore, the literature suggests that the concept o f resiliency has a direct 
relationship to the level or presence o f optimism each individual possesses in 
everyday experiences. People commonly view those who are optimistic as people 
who expect good things to happen versus pessimists who expect bad things to 
happen. Thus having an optimistic view on one’s circumstances can have a 
significant impact on their lives (Carver & Scheier, 2002). Optimism can be 
describe as a mood or attitude associated with an individual’s expectation about a 
social or material future, which the evaluator regards as socially desirable, and no 
matter whether the positive expectations are big or little, they can be self-fulfilling 
(Carver & Scheier, 2002; Peterson, 2000; Tiger, 1979). The importance o f the 
concept o f optimism is its implication for people as a precursor to enable them to 
handle difficult situations in life. The optimist is better suited to bounce back from 
setbacks and thus is more resilient (Seligman, 1990). The optimist has the ability to 
practice a level of resiliency that enables him/her to be more successful at the 
various activities they encounter while also being able to maintain a better standard 
o f physical health. These optimistic individuals are people whom others look to for 
leadership, as they are able to utilize their positive resources and resiliency to lead 
others when times get tough (Fredrickson, 2003; Seligman, 1990).
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Peterson (2000) indicates that life is full of challenge and these challenges 
should not be avoided, as perseverance and resiliency can only be fostered when 
individuals overcome difficult situations. Kouzes and Posner (2003) also suggest 
that in order for people to reach their potential for greatness they must experience 
challenge. Seligman (1990) describes the concept o f “learned optimism” as a 
process to increase your level of optimism or one’s ability to overcome challenge 
through a mindset o f perseverance and resiliency, thus decreasing one’s tendency to 
become helpless or to give up when difficulty arises. Notwithstanding, optimism is 
not simply the absence of pessimism, and well-being is not the absence of 
helplessness; it is one’s ability to channel optimism and seek opportunities to 
cultivate optimism (Peterson, 2000; Peterson & Steen, 2002; Seligman, 1990).
In seeking to further explore the implications of positive emotions and 
optimism, Fredrickson (1998) conducted research to test her “broaden and build” 
theory of positive emotions. She indicates that individuals’ momentary mindsets 
based on positive emotions broaden people’s repertoires and build their enduring 
personal resources. Fredrickson’s research on the meaning and implications of 
positive emotions assessed participants’ ability to think broadly following a short 
video clip that was designed to evoke specific emotions of joy, serenity, fear, and 
sadness. The findings indicated that in comparison to individuals who experienced 
negative or neutral states, participants who experienced positive emotions tended to 
choose the global configuration, suggesting a broader pattern o f thinking.
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Furthermore, ongoing behavior allows one to create greater cognitive maps 
regarding the good and the bad in an individual’s environment (Fredrickson & 
Losada, 2005).
Fredrickson and Joiner (2002) further demonstrated that “feeling good” 
created opportunities for people to be transformed by making them experience more 
optimism, resiliency, and social connectedness. This determination was made 
following a study of 138 college students who were asked to find positive meaning 
in their daily experiences versus students who did not make an effort to find positive 
meaning.
A significant contribution o f Fredrickson’s work with positive emotions is 
the premise that positive emotions outlast the transient state in which they were 
experienced and are conceptualized as durable. The emotional resources may act as 
reserves and may be called upon during more difficult emotional times, fostering 
resiliency (Fredrickson, 2001; Salovey, Rothman, Detweiler, & Steward, 2000). 
Resiliency as defined by Masten and Reed (2002) “refers to a class of phenomena 
characterized by patterns of positive adaptation in the context o f significant 
adversity or risk” (p. 75).
The resiliency and optimism created by positive emotions were never more 
apparent than in the research done by the University of Michigan, which surveyed 
people relative to their resilience and optimism prior to the terrorist attacks on the 
United States on September 11, 2001. In the days immediately following the attacks,
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more than 70% demonstrated depression. However, the individuals who were 
identified as resilient and optimistic earlier in the year also demonstrated positive 
emotions as well and were half as likely to be depressed. These findings strongly 
suggest that their initial positive emotions increased their resiliency against 
depression (Fredrickson, Tugade, Waugh, & Larkin, 2003).
The research of Fredrickson and others points to the significant implications 
that resiliency plays in individuals’ personal lives. Conner (1998) suggests that it is 
resiliency that is an important factor in the speed of change that people can adapt to. 
He indicated that through the use of characteristics such as positiveness, focus, 
flexibility, organization, and proactivity, leaders may not only operate at a higher 
speed o f change but also may identify these characteristics in the people they lead to 
bolster specific characteristics to increase their ability to manage change (Conner, 
1998).
The implications of positive emotions, optimism, and resiliency as they 
relate to individuals’ emotional states are understandable and expected. However, 
research is showing the impact of optimism and resiliency as it relates to physical 
care o f individuals. Research done by Isen (1987) sought to analyze the positive 
emotions o f physicians and their ability to cause a change in thought process and 
clinical reasoning. Physicians were made to feel good by receiving a token of 
appreciation when asked to think aloud as they examined a case o f a patient with 
liver disease. Content analysis indicated that the physicians who were made to feel
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premature closing of the case based on the initial diagnosis. Isen (1987) 
demonstrated this to be true in 20 years o f experiments that indicated people who 
experience positive feelings are more likely to display an increase in open, creative, 
flexible, and integrated thinking. Taylor, Kemeny, Reed, Bower, and Gruenewald 
(2000) indicated, “Observers of the human condition have long maintained that 
positive states o f mind can lead not only to a more meaningful life but to a healthier 
one” (p. 106). Their research supports this claim as they studied patients infected 
with HIV and their positive beliefs about the disease progression. Their findings 
suggested that greater optimism and sense of meaning in one’s life experiences do 
provide a protective function in the progression of physical disease (Taylor et al., 
2000). Positive emotions can facilitate healthy behavioral practices by providing the 
resiliency the people need to deal with the possibility or reality of dealing with a 
serious illness. Furthermore, it is the positive personal resources that allow people to 
build resiliency in these difficult times (Fredrickson, 1998; Salovey et ah, 2000). 
Fredrickson (2003) summarizes the impact of positive emotions on the whole person 
in the following way: “Positive emotions do more than simply feel good in the 
present. The undoing effect suggests that positive emotions can reduce the 
physiological ‘damage’ on the cardiovascular system sustained by feeling negative 
emotions” (p. 333).
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Akin to theories and benefits o f positive emotions, optimism and resiliency 
are the cultivating of happiness or subjective well-being. Deiner, Lucus, and Oichi 
(2002) indicate that “subjective well-being is a person’s cognitive and affective 
evaluations o f their life” (p. 63). They go on to say, “The positive experiences 
embodied in high subjective well-being are a core concept of positive psychology 
because they make life rewarding” (p. 63). Congruent with positive psychology as a 
school o f thought, subjective well-being focuses in the antecedents that are 
impacting factors o f happiness as well as the cultural and societal factors that 
influence happiness (Deiner, 2000; Myers, 2000). Societal pressures that increase 
mobility contributing to a disconnect from the traditional family unit and the 
continual pressure to succeed based on an external threshold have created barriers 
that inhibit people from being truly happy. Furthermore, while society promotes this 
pressure to succeed, research concludes that happiness has less to do with the 
external factors of age, gender, and income. Areas such as personality traits and the 
quality o f people’s experiences from work and leisure are better indicators of 
happiness or subjective well-being (Buss, 2000; Myers, 2000). Research by 
Lyubomirsky (2001) also supports the concept that external variables offer few clues 
into happiness. Her research o f people who demonstrated exceptionally high or low 
levels o f happiness concluded, “Happy and unhappy people differ in the particular 
cognitive, judgmental, and motivational strategies they use. Moreover, these
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cognitive and motivational processes appear to operate largely automatically and 
without awareness” (p. 242).
The researchers o f optimism, resiliency, and happiness all share a common 
theme. As a nation we should begin to identify how these concepts can be tracked 
and indexed in order to maximize the impact on the cultural and societal issues of 
today, thus rethinking priorities and seeking a world that enhances personal well­
being (Deiner, 2000; Fredrickson, 1998; Myers, 2000; Seligman, 2002a).
Optimal Experience and Flow
One of the most prominent areas o f research in positive psychology is the 
concept o f flow or optimal experience. Research by Csikszentmihalyi (1990) sought 
to identify how people leveraged optimal experience in their personal and 
professional lives, what he described as getting to “flow.” Research o f the flow 
experience had its origin in the desire to examine and understand intrinsic 
motivation (Nakamura & Csikszentmihalyi, 2002). It is through intrinsic motivation 
or the inherent tendency to seek out novelty and challenges. This type o f motivation 
must be maintained and cultivated and requires conditions that provide optimal 
experiences (Ryan & Deci, 2000).
Massimini and Delle Fave (2000) in their study o f biocultural information 
concluded that individuals are unable to maintain attention to the multiple 
environmental stimuli occurring simultaneously. Therefore, the quality of
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individuals’ experiences will dictate where their attention is directed. Activities that 
are authentically engaging are associated with positive and rewarding states of 
consciousness or optimal experience. Optimal experience as with engagement is an 
active experience in which the person is participating in activities that are responsive 
to their needs in a personal way, hence making them more effective while eliciting 
positive emotions and happiness (Csikszentmihalyi, 1990; Fredrickson, 2003; 
Goleman, 1998; Seligman, 2002a). In its operational definition, optimal experience 
or flow is characterized by the individual’s perception o f high environmental 
challenge, matched with adequate or high personal skill. Flow experience is believed 
to occur when one’s skills are neither overmatched nor underutilized to meet a given 
challenge (Massimini & Delle Fave, 2000; Nakamura & Csikszentmihalyi, 2002; 
Shemoff, Csikszentmihalyi, Schneider, & Steele-Shemoff 2003). It is through this 
balance of challenge and skill that flow is fostered. Csikszentmihalyi (1990), in his 
book Flow: The Psychology o f  Optimal Experience, defines flow as “the state in 
which people are so involved in an activity that nothing else seems to matter; the 
experience itself is so enjoyable that people will do it even at great cost, for the 
sheer sake o f doing it” (p. 4). Csikszentmihalyi’s studies of flow experiences were 
described by participants in very much the same way despite gender, ethnicity, 
affluence, and occupation (Csikszentmihalyi, 1990).
Research o f Massimini and Delle Fave (2000) indicated that blue- and white- 
collar workers did not readily identify work as a source of optimal experience;
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rather, they identified socialization and leisure activities as contributing to flow. 
However, artisans, fanners, teachers, and professionals reported frequent flow 
experiences while also highlighting the positive impact on their lives. The authors 
also suggest that the social context individuals find themselves in impacts the 
authenticity and meaningfulness of the opportunity to experience flow. 
Csikszentmihalyi (1990) extended this concept by indicating that people spend a 
great deal o f their lives working and therefore it is vitally important that one learns 
to transform jobs into flow-producing activities. These activities that elicit flow 
experiences are activities that can be created by the individual by working within 
their signature strengths, thus creating the balance of challenge and skill that invests 
energy beyond the need to simply complete a mundane task (Csikszentmihalyi,
1990; Seligman, 2002a). The experience of flow promotes the development of the 
individual through the continual search from increased complexity and thus 
resulting in improved skills (Massimini & Delle Fave, 2000).
The relevance o f flow theory in education has become prominent in 
Montessori schools. Montessori schools seek to foster the intrinsic motivation and 
curiosity in young children. Children are offered opportunities to choose the type of 
activities that relate to their interests and therefore create authentic engagement and 
willingness to seek further challenge (Kahn, 2000). Educators are beginning to 
utilize flow theory in creating learning environments that foster optimal experiences 
while cultivating interests and capacities for students to experience flow (Nakamura
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& Csikszentmihalyi, 2002). Shemoff et al. (2003) sought to examine activities that 
high school students participated in that lead them to engagement and optimal 
experience. Results o f this study concluded that students who participated in 
activities o f high challenge and higher level skill lead to greater engagement and 
flow experience, as opposed to those activities that students participated in which 
held little perceived challenge, skill, and participation. The findings of this research 
further emphasize the importance o f creating positive feelings leading toward 
accomplishments and performance satisfaction. Furthermore, a lack of 
connectiveness, excessive control, and limited challenge will significantly impact 
the level o f motivation and distress will be present (Ryan & Deci, 2000).
The aforementioned findings demonstrate the importance o f this research in 
seeking to make a meaningful impact in the field o f education for students, teachers, 
and administrators. It is clear that the further development of research identifies the 
obstacles to optimal experience and furthers the understanding of motivation and 
engagement. It is these experiences that increase and cultivate learning communities 
for both students and adults, thus fostering a generation of students that seeks to 
answer the question of what it means to live fully (Nakamura & Csikszentmihalyi, 
2002).
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The overriding premise in the field of positive psychology is to focus on an 
individual’s strengths versus his/her weaknesses. Furthermore, a predominant 
component in the creation of optimal experiences is having the ability to utilize 
personal skills matched to the appropriate level o f challenge. It is through the 
understanding and development o f strengths and virtues that an individual is better 
equipped to create opportunities to experience positive emotions, resiliency, and 
flow. Peterson and Seligman (2004) suggest, “Character strengths are the bedrock of 
the human condition and that strength-congruent activity represents an important 
route to the psychological good life” (p. 4). An area o f research with significant 
implications for optimal human experience is Seligman’s (2002a) research focusing 
on the positive traits that enable people to identify signature strengths, or those 
particular strengths that are deeply characteristic o f the individual.
Researchers in positive psychology have identified 24 character strengths. 
These strengths are grouped and classified as related traits, which suggests that 
while strengths may be grouped together they are not necessarily replicas o f each 
other (Peterson & Seligman, 2004; Seligman, 2002a). It is for this reason that the 
classification of strengths is such a difficult task, as they may be manifested in a 
myriad o f forms. Due to the ambiguous nature for strength classification, it is 
important that there is an understanding for the basis o f how a specific strength is 
identified. Peterson and Seligman (2004) have outlined the process for how a
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character strength is included in the list o f 24 strengths. Each strength must be
evaluated based on 10 criteria listed below. Although each strength may not
encompass all the criteria, they represent a great many. The following displays the
10 criteria in determining character strengths:
Criterion 1: A strength contributes to the various fulfillments that constitute 
the good life for oneself and for others.
Criterion 2 \ Each strength is morally valued in its own right, even in the 
absence o f obvious beneficial outcomes.
Criterion 3 : The display of a strength by one person does not diminish other 
people in the vicinity.
Criterion 4: Being able to phrase the “opposite” of a putative strength in a 
felicitous way counts against it as a character strength.
Criterion 5 : A strength needs to be manifested in the range of an individual 
behavior—thoughts, feelings, and/or actions— in such a way that it can be 
assessed.
Criterion 6: The strength is distinct from other positive traits in the 
classification and cannot be disposed into them.
Criterion 7: A character strength is embodied in consensual paragons.
Criterion 8: There is the existence o f prodigies with respect to the strength.
Criterion 9: There is the existence o f people who show— selectively—the 
total absence of a given strength.
Criterion 10: The larger society provides institutions and associated rituals 
for cultivating strengths and virtues and then for sustaining their practice. 
(Peterson, & Seligman, 2004, pp. 17-27)
Peterson and Seligman (2004) further sought to categorize each character 
strength within six core moral values that seem to be universally recognized and
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transcend cultural differences. The following represents their findings of core values
and their definitions, as well as the character strengths, which may be
distinguishable within the category:
Wisdom and Knowledge: Positive traits related to the acquisition and use of 




4. Love of Learning
5. Perspective (Wisdom) (p. 95)





9. Zest (Vitality) (p. 199)
Humanity: Traits that manifest in caring relationships with others.
10 . Loving
11. Kindness
12. Social Intelligence (p. 293)
Justice: Traits that are broadly interpersonal, relevant to the optimal 
interaction between the individual and the group of the community.
13. Citizenship
14. Fairness
15. Leadership (p. 357)




19. Self-control (p. 431)
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Spirituality and Transcendence: Traits that allow individuals to create
connections to the larger universe and thereby provide meaning to their
lives.




24. Spirituality (p. 519)
Seligman (2002a) has further defined the character strengths into a person’s 
top five personal strengths that he calls “signature strengths.” It is through the 
identification o f signature strengths that an individual can create optimal experience 
and thus be more productive and authentically happy (Seligman, 2002a). The ability 
to create increased effectiveness, productivity, and authentic happiness has critical 
implications for the effectiveness of educational leaders. These virtues and strengths 
elicit positive emotions that leaders can recall during challenging times 
(Fredrickson, 1998). Cooper (1997) also indicates, “Leaders must recognize and 
develop strengths and talents while monitoring, rather than trying to fix our 
vulnerability” (p. 36). It is a leader's ability to operate in a realm o f self-confidence 
that is grounded in the realistic assessment of individual strengths. Effective leaders 
base self-confidence on self-knowledge (Chemiss, 1998).
Character strengths that allow leaders to maximize emotional resources are 
paramount to their ability to build capacity within the organization. There is a 
common theme in the research on leading complex change. The theme deals in one 
form or another with leaders having strengths which allow them to build
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relationships, trust, foster moral purpose, and provide emotional support to 
individuals as they experience anxiety and loss due to change (Bridges, 1991; Evans, 
1996; Fullan & Stiegelbauer, 1991; Kotter, 1996; Schlechty, 2001). The connection 
o f character strengths in building and promoting a positive and more effective life is 
the core o f the positive psychology movement. Positive psychology seeks to 
determine how individuals can use their strengths to the greatest extent possible.
There are numerous branches within the field o f positive psychology other 
than the main themes discussed previously. However, the research related to 
strengths utilizing emotional intelligence has important implications for leaders. 
Goleman (1998) conducted research for two years analyzing the competencies that 
make people successful in their personal and professional live. His findings have 
revolutionized the traditional view of leadership. Research has suggested that IQ is a 
secondary factor to emotional intelligence in predicting and determining 
effectiveness and success in personal relationships, family functioning, and job 
performance (Goleman, 1998; Salovey, Mayer, & Caruso, 2002). Goleman defined 
emotional intelligence as “the capacity for recognizing our own feelings and those of 
others, for motivating ourselves, and for managing emotions well in ourselves and in 
our relationships” (p. 317). Emotional intelligence could be further defined as the 
ability to understand feelings in the self and others and, furthermore, being able to 
use information to guide thinking and action (Salovey & Mayer, 1990).
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Fullan (2003) suggests that effective leadership is reliant on the emotional 
intelligence of leaders. Moreover, the emotional intelligence is o f vital importance in 
predicting the competency of an executive’s success (Kouzes & Posner, 2003). 
Goleman (2002) indicated that in a culture where business places a high value on 
intelligence devoid o f emotion, our emotions are more powerful than our intellect. It 
is these character strengths that tend to exhibit more effectiveness in fostering 
complex change. Furthermore, identifying and fostering strength from emotional 
intelligence in one's own leadership style may increase effectiveness in all aspects of 
functioning, both personal and professional. Dearborn (2002) contends that 
traditional leadership training of development and communication skills fails to 
produce sustainable change in behavior without the investment o f emotional 
intelligence. The energy from emotions is the recorder of all feelings, thoughts, and 
interactions while driving what we believe and commit to (Cooper, 1997; Dearborn, 
2002). It is increasingly obvious that the focus on an emotional climate pervades 
every level of interaction within an organization and that emotionality and 
rationality coexists in the workplace (Tran, 1998).
Zohar (2005) has extended the research on emotional intelligence and 
offered a third form of intelligence beyond cognitive and emotional intelligences as 
she introduces research in spiritual intelligence. This area of intelligence fosters the 
use o f promoting a vision for an organization. She suggests that leaders must utilize 
the mind, heart, and spirit. Spiritual intelligence is defined as “the ability to access
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higher meanings, values, abiding purpose, and unconscious aspect o f the self and to 
embed these meanings, values, and purposes in living a richer and more creative 
life” (Zohar, 2005, p. 46). She further suggests that a leader’s ability to demonstrate 
spiritual intelligence is the ultimate characteristic of a visionary leader.
The qualities that are fostered through one's own intelligence and character 
strengths illuminate qualities that drive a leader’s personal character and values. 
These are the building blocks that create optimal experience which leads to 
effectiveness as few things matter more to a successful leader (Cooper, 1997; 
Goleman, 1998; Seligman, 2002a).
Contrasting View of Positive Psychology
The field of positive psychology and its theoretical and conceptual 
frameworks regarding the attainment of happiness and optimal experience is not 
without it detractors and critics. While there is little argument with the exposed 
purpose and ultimate goals of positive psychology as an alternative to traditional 
psychology, there are contrasting views as to how individuals cultivate optimal 
experiences or “the Good Life” and to what extent the field of study should embrace 
specific schools o f thought. Kelley (2004) cautions that positive psychology is in 
need of a “unifying principle-based conceptual foundation” (p. 258) in order to 
avoid the fractioning of the field based on competing theories and agendas based on 
contrasting philosophical viewpoints.
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Kelley (2004) shares this concern as he offers a contrasting philosophical 
view referred to as health realization (HR). The main point of variance between the 
two schools of thought are prominent concepts in positive psychology such as flow 
and learned optimism suggest that in order for individuals to experience flow, 
optimal experiences, or a change towards a positive or optimistic mindset, an 
external entity or social context cue must be introduced such as an individual must 
be engaged in an enjoyable activity that provides the appropriate balance of 
challenge and skill to allow for flow to be experienced (Csikszentmihalyi, 1990; 
Massimini & Delle Fave, 2000; Seligman, 2002a). The key distinction is the need 
for an external stimulus to be introduced in order for an individual to enjoy a flow 
experience or learned optimism. Human realization purports “that a mind that is 
clear, either spontaneously or on purpose, will usher in the flow experience 
automatically, without effort, notwithstanding external factors” (Kelley, 2004, p. 
262). Furthermore, individuals’ learning of optimism is not externally induced, but 
rather more inclusive or within one’s thoughts— all-mental activity—thus viewing 
thought as not only involved in processing external input but in informing the senses 
and defining individuals’ sensory data and determining there experienced reality 
(Kelley, 2004).
While researchers aligned with the study of health realization take issue with 
the basic philosophical tenants o f positive psychology, Miller and Harvey (2001) 
share their contrasting view as they seek for positive psychology to become more
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inclusive regarding the interface o f positive psychology with a psychology of loss. It 
is argued that research regarding significant trauma and loss may illuminate some 
central themes in positive psychology, most notably human strengths and optimal 
functioning through resiliency (Miller & Harvey, 2001). The importance of one’s 
ability to rebound or demonstrate resiliency during difficult times is of critical 
importance within the field o f positive psychology (Fredrickson, 2001, 2003; 
Seligman, 1998). This brings up the philosophical question; Is there a need for 
resiliency if there is no loss or trauma whether that loss is a death, divorce, loss of 
employment, or the victim of societal violence. Losses such as these do not suggest 
psychiatric involvement and thus have received little attention for individuals to deal 
with a personal sense o f loss. However, the experience of loss can become a 
profound means for showcasing human strengths and potential (Miller & Harvey, 
2001). In research with cancer patients, Thompson and Pitts (1993) found greater 
perceptions o f meaningfulness o f life as predictors o f both optimism and low 
endorsement o f irrational thoughts. This is further supported by the research of 
Taylor, Kemeny, Reed, Bower, and Gruenewald (2000) as they also concluded that 
greater optimism and positive beliefs provided a sense o f meaning and a protective 
function in the disease progression of HIV-infected patients.
Miller and Harvey (2001) suggest that if  positive psychology is to develop, 
then it must recognize its fundamental limitation: We will never have a society 
where individuals are immune from loss and trauma, and therefore they assert that
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the field o f positive psychology should recognize that the psychology of loss can 
further the mission of positive psychology by examining how people become 
stronger.
Notwithstanding that the divergent philosophical and inclusionary views are 
characteristic within an emerging field o f study, there is a further need to continue 
the exploration and research of implications o f positive psychology and their impact 
on the greater social and civic ramifications (Deiner, 2000; Myers, 2000).
Positive psychology’s search for creating optimal experience has significant 
implications to the body of research in the area o f educational leadership. Effective 
leaders foster change and friendly cultures through their ability to build relationships 
with others. It is therefore critical for school leaders to learn how to create climates 
which promote flow-producing experiences, thereby increasing the opportunity to 
experience positive emotions and thus being more productive (Csikszentmihalyi, 
1990; Fullan, 2003; Goleman, 1998; Ryan & Deci, 2000; Seligman, 2002a).
Summary
The review of the literature demonstrates distinct trends that exist in the 
character of leaders who are able to lead specific change initiatives required in an 
era o f mandated reform and accountability. No longer can leaders simply manage 
the activities of an organization. It is incumbent upon leaders to provide leadership 
through the creation of a compelling vision and building trusting relationships that
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motivate individuals to grow and take risks. The research cited in the literature 
provides specifics about the character strengths that must be present in order for 
individuals to be most effective in leadership while also indicating components that 
are characteristic o f leaders who have the capacity to lead complex organizations 
through a change process. Furthermore, the literature indicates that leaders can 
create optimal experiences and increased effectiveness by engaging in activities that 
are aligned to their specific strengths. While there is a great deal o f research and 
commentary about the individual components o f leadership, change, and the 
utilization o f personal strengths, it is apparent through the review of the literature 
that the issue of leadership fostering optimal and effective experiences to sustain 
complex change is an area in need of further research.




This study sought to address the identification of strength profiles that increase 
leadership effectiveness of change by mapping specific strengths with components for 
leading change while examining the profiles of strengths and leadership components 
for change in Illinois public school administrators. Through this process, administrators 
can identify strength profiles and how these strengths can maximize opportunities to 
demonstrate leadership components which foster more enthusiasm and optimism and 
thus more satisfaction in their role as a leader. Furthermore, this study analyzed the 
presence o f strength profiles that various administrators possess based on specific 
experiences and demographic information.
The purpose of Chapter 3 is to describe the research design, methods, and 
procedures used in this study. Included is a description of the sample and population, 
a review of instrumentation and design, an explanation of data collection and analysis, 
and a restatement o f the research questions.
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This study used a quantitative approach. This approach relies upon research 
methods that employ strategies of inquiry using surveys and data collected on 
predetermined instruments that yield statistical data (Creswell, 2003). This study 
utilized a sequential approach utilizing two data collection methods. The initial data 
collection employed a mapping process which sought to create a statistical 
relationship between character strengths and leadership components for change. This 
was followed by a self-administered survey that collected data on specific strengths 
o f participants in order for a statistical comparison and analysis o f strength profiles 
and leadership component for change to occur in order to answer specific research 
questions.
Research Questions
Using quantitative research methodology, this study examined the following 
major questions generated for this study:
1. How do raters align leadership components for change and character 
strengths?
2. How do the data from participants support the mapping of leadership 
components for change and character strengths?
3. How can the leadership profiles be described and how do these profiles 
relate to specific characteristics o f superintendents and principals?
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In this study, an experimentally accessible population was utilized, meaning 
the desired participants fit a conceptual definition (Mertens, 1998). The survey 
population consisted of public school superintendents and principals in northern 
Illinois who currently hold positions within unit districts. Unit districts for purposes 
o f this study are defined as public school districts that have one superintendent for 
all grades prekindergarten through grade 12. The purposive nature o f this study 
focused on only unit school districts in northern Illinois including the counties of 
Boone, Cook (excluding the city of Chicago), DeKalb, DuPage, Ford, Grundy, 
Iroquois, Kane, Kankakee, Kendall, LaSalle, Lake, Lee, Ogle, Livingston, McHenry, 
Will, and Winnebago. There are currently 81 unit districts within these 18 counties. 
This provided a potential survey sample o f 81 superintendents and 631 principals 
who were invited to participate in this study.
The sampling frame for the mapping process consisted of third-year doctoral 
cohort students in the Leadership, Educational Psychology and Foundations 
Department at Northern Illinois University. This group was chosen due to their 
participation in the study o f both leadership of change and the identification of 
strengths in the field of positive psychology as part of their coursework. This cohort 
of students typically ranged from 15 to 25 students. At the time of data collection,
18 individuals participated in the mapping activity.
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The first instrument was a mapping of 24 possible strengths into the five 
categories in the leadership components for change. Furthermore, participants used 
Likert response categories (ranging from 1 to 10) to rate the level at which they felt 
the strength was applicable to the leadership model components (see Appendix A). 
Participants used specific descriptors for each leadership component as well as 
descriptors for each character strength (Appendix B) to ensure participants sorting 
character strengths into leadership components were working from an identical 
frame of reference.
The second instrument that was be used in this study was a survey to identify 
individuals' strengths. This self-administered survey included 96 questions that the 
participants took in a paper-and-pencil format. These questions identify persons' 
most salient strengths out of a possible 24. The 24 strengths include relationships, 
social intelligence, self-control, citizenship, prudence, perseverance, perspective, 
gratitude, integrity, love of learning, forgiveness, humility, zest, humor, curiosity, 
valor, fairness, hope, spirituality, kindness, ingenuity, appreciation o f beauty, and 
judgment.
Participants use Likert-type response categories identifying particular 
situational traits as (1) very much like me, (2) like me, (3) neutral, (4) unlike me, 
and (5) very much unlike me.
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The survey of 96 questions (Appendix C) was created through the 
modification o f the publicly accessed Values in Action (VIA) Strength Survey of 
240 questions and a short form of 48 questions from the VIA Strength Survey 
obtained from Seligman’s book Authentic Happiness (Seligman, 2002a). The survey 
was modified from the original 240 questions to increase participation but was 
increased from the short form of 48 questions to increase the definitiveness of the 
identified strengths. The 96 questions include all 48 questions from the short form 
as well as an additional 48 questions from the remaining 198 questions from the 
long form. This allows four questions for each of the 24 strengths. The researcher 
coded each question with its related strength. This was completed through the 
pattern o f questioning on the Strength Survey. Each of the 24 strengths had 10 
questions equally for 240 total questions. The 48 questions from the short form were 
utilized while the additional 48 questions were selected using the Research 
Randomizer, a free service on the Internet offered to students and researchers 
conducting random assignment and random sampling (Urbaiak & Pious, 2003). In 
order to generate the additional 48 questions, two randomly assigned numbers from 
24 sets identifying each o f the strengths with a range of 1 to 10 were used. Each set 
o f numbers was to remain unique.
Accompanying the two data collection instruments, each o f the participants 
also completed a demographics survey to identify the following characteristics: 
Position (superintendent or principal)
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• Gender
• Type of school (principals only): elementary, middle school, high school
• Years in their current position
• Years o f administrative experience
• Type of administrative experiences
• Type o f school improvement process in which their school/district is 
engaged.
Procedures for Data Collection
The mapping of the 24 strengths into the five categories of the leadership 
components for change was carried out by participants who completed a mapping 
and rating task using Likert response categories during one meeting time.
The superintendents and principals received a copy of the intended purpose 
o f the study, specific directions for completing the 96-question Strength Survey, a 
demographics survey, a participation consent form, and a self-addressed stamped 
envelope. Participants in the study completed the Strength Survey which identified 
their relative strength profile. The completed Strength Survey and the demographics 
information were mailed to the researcher using the self-addressed stamped 
envelope provided.
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Analysis of Data
The Statistical Package fo r  the Social Sciences 13.0 (SPSS) software was 
used to carry out specific quantitative analysis throughout this study. Descriptive 
statistics were used to analyze the demographic characteristics of the participants. 
Crowl (1996) indicates that the function of descriptive statistics is to describe 
quantitatively how a particular characteristic is distributed among a group o f people. 
The descriptive statistics utilized in this study included frequency distributions and 
graphic representations through tables and bar graphs, the calculation of percentiles, 
means, and standard deviations.
Research Questions 
Research Question 1
The analysis of the data first occurred from the results of the mapping of 
leadership components and character strengths. The process sought to answer 
Research Question 1: How do raters align leadership components for change and 
character strengths? Raters identified how the 24 character strengths align to the five 
components in the leadership model for change. Participants’ responses for each of 
the strengths that related to one o f the five leadership components were interpreted 
using frequency distribution that was graphically depicted with bar graphs indicating 
the character strength the raters felt most closely aligned to the leadership
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component for change. The mean confidence level for each aligned strength gave an 
indication o f the salience of the strength to the corresponding leadership component. 
The results from the mapping process were correlated with data from the strength 
survey to create mean profiles in order to determine the presence o f the leadership 
components for change.
Research Question 2
The data from the Strength Survey were used to answer Research Question 
2, which sought to define how participants’ mapping of strengths to leadership 
components. A factor analysis was then carried out, which is a statistical technique 
by which variables are correlated with one another, and factors, which consist of 
groups of variables that correlate highly with each other, are identified (Crowl,
1996). Two specific applications o f factor analysis were employed to determine an 
adequate statistical collapsing of the 24 character strengths (observed variables) into 
the five leadership components for change (latent variables). Data were entered into 
the AMOS structural equation modeling software program which assesses relations 
among observed and latent variables and then uses those models to test hypotheses 
and confirm relationships (Klein, 1998). A confirmatory factor analysis was used to 
determine the degree of statistical fit o f the mapping alignment by the raters. It 
further assessed whether a specific set of constructs was influencing responses in a 
predicted way, specifying the leadership components (moral purpose, relationship,
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understanding change, coherence making, and knowledge creation) as the latent 
variables and 24 character strengths as the observed variables based on the mapping 
of raters (DeCoster, 2003; Tabachnick & Fidell, 2001).
An exploratory factor analysis was also performed to describe and 
summarize the data by grouping together the observed variables that are correlated 
to the latent variables. Kim and Mueller (1978) define exploratory factor analysis 
(EFA) as a process that seeks to uncover the underlying structure of a relatively 
large set of variables. The researcher's assumption was that any indicator may be 
associated with any factor. This is the most common form of factor analysis. The use 
o f the exploratory factor analysis increased the interpretability o f the model through 
the creation o f factor scores, which are estimates o f the scores subjects would have 
received on each of the factors had they been measured directly. Factor analysis 
attempts to identify underlying variables or factors that explain the pattern of 
correlations within a set of observed variables. Factor analysis is often used in data 
reduction to identify a small number of factors that explain most of the variance 
observed in a much larger number o f manifest variables (Tabachnick & Fidell,
2001).
Research Question 3
In answering Research Question 3, the data from the Strength Survey 
indicated how the leadership profiles are described and how these profiles relate to
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specific characteristics of superintendents and principals. In seeking to describe the 
leadership profile o f superintendents and principals, a multivariate analysis of 
variance (MANOVA) utilizing the specific application of profile analysis was 
employed. Tabachnick and Fidell (2001) indicate that a profile analysis is used to 
determine whether groups have different profiles on a set of measures. A profile 
analysis using factor scores from the exploratory factor analysis was used to 
determine the statistical similarity of leadership profiles. Profiles were analyzed 
using tests of parallelism and level, where between-subject factors included type of 
school (principals only), size of district, gender, current position, years in current 
position, and years in administration and how they differ with respect to the five 
leadership components for change, to include moral purpose, understanding change, 
relationships, knowledge creation, and coherence making (Crowl, 1996).
In examining the specific characteristics of each profile, the test of 
parallelism is used to interpret the interaction apparent within each profile based on 
the demographic differences of the administrators as they relate to the leadership 
components for change. The “levels” hypothesis is used to examine the extent of 
variation between each specific demographic group (Tabachnick & Fidell, 2001). 
Box’s M test was used in the evaluation of homogeneity of variance-covariance 
matrices. The significance o f Box’s M test determines the appropriate statistic for 
use in testing for parallelism. Wilks’ lambda tests whether there are differences and 
the proportion of variance between the means o f identified groups o f subjects on a
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combination of dependent variables (Everitt & Dunn, 1991). The data are presented 
in a profile plot in which the means for each of the demographic characteristics are 
displayed as they relate to the leadership components. The variance o f between- 
subject measures was also assessed. Effect sizes are interpreted through the partial 
e 2 statistic to determine the magnitude of the effects.
Summary
This chapter provides a blueprint for the research methodology, research 
design, participant sample, instrumentation, data collection, and analysis of data 
utilized in order to answer the research questions associated with the correlation of 
strengths to leadership components for change. Chapter 4 will report the results of 
data analysis; Chapter 5 will discuss the conclusions of the research and 
implications for future study.
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CHAPTER 4
RESULTS
This chapter includes the presentation and analysis o f the data collected 
through the use of rating scales used for the mapping of character strengths and 
leadership components for change as well as through the use of a survey instrument 
to measure the participants’ character strengths relative to leadership components 
for change. The first section will describe the demographic data o f the superin­
tendents and principals who responded to the Strength Survey. The data and analysis 
related to the specific research questions are presented in the second section.
Respondent and School Data
O f the 81 surveys sent to superintendents, 47 (58%) were returned. O f the 
631 principals surveyed, 277 (43.8%) were returned. A demographic summary of 
the superintendent and principal respondents (specifically, current position, gender, 
years in current position, years in administration, size o f district, and type of school 
[for principals only]) is presented in Table 1. The survey respondents of 
superintendents and principals represent the participant data utilized in Research 
Questions 2 and 3.
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Table 1
Demographic Information for Superintendents and Principal Respondents
Intervening Variable Value Frequency
Valid
Percent
Current Position Superintendent 47 14.5
Principal 277 85.5
Gender Male 180 55.6
Female 144 44.4
Years in Current 1-5 years 193 59.6
Position 6-10 years 70 21.6
11+ years 61 18.8
Years in 1-5 years 71 21.9
Administration 6-10 years 96 29.6
11+ years 157 48.5
Size o f District Small 44 13.6
Medium 105 32.4
Large 175 54.0
(continued on following page)
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
71
Table 1 (continued)
Intervening Variable Value Frequency
Valid
Percent
Type of School Elementary 175 54.0
Middle School 60 18.5
High School 46 14.2
School Improvement ISBE 222 68.5




Prior Administrative Assistant Superintendent 23 7.1
Positions Business Manager 1 3.1
Principal 125 38.6
Assistant Principal 174 54.0
Dean of Students 36 11.4
Special Education Administrator 27 8.6
Other 44 13.6
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Specific areas to note are the frequency of principals to superintendents in 
their “current position.” Each unit school district is required to have only one 
superintendent, whereas there may be numerous principals depending on the number 
of buildings in the district. Furthermore, superintendents make up the total 
population of participating administrators; however, their responsibility 
encompasses all levels. Only principals would have a specific identification with the 
demographic of “type of school.” The intervening variable of “prior administrative 
experience” identifies other administrative experiences participants have had and in 
some cases an administrator may have had experiences in multiple positions.
The data regarding “school improvement process” show that almost all 
(96.4%) o f the administrators participating in this study are engaged in some type of 
formal change process to increase the effectiveness o f their schools. The majority 
(68.5%) of the administrators reported that they are currently utilizing the process 
offered by the Illinois State Board o f Education (ISBE).
Eighteen third-year doctoral cohort students within the Leadership, 
Educational Psychology and Foundations Department at Northern Illinois University 
completed the mapping process of aligning character strengths with leadership 
components during a single session.
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The three major research questions are addressed in this section. In 
determining significance, an alpha level o f .05 conventionally used in the social 
sciences was used throughout (Crowl, 1996). A mapping analysis using a frequency 
distribution was used to address Research Question 1. Confirmatory and exploratory 
factor analyses were used for Research Question 2. A profile analysis was used to 
assess Research Question 3.
Research Question 1
The first research question asked, “How do raters align leadership 
components for change and character strengths?” The raters, comprised of doctoral 
students, completed the mapping of the 24 possible strengths into the five categories 
in the leadership components for change. Furthermore, the raters used Likert 
response categories (ranging from 1 to 10) to rate the level at which they felt the 
strength was applicable to the leadership model, as they were only to identify the 
character strength that they felt was the best fit. A frequency distribution was used to 
determine to what extent the character strengths aligned with the leadership 
components for change. The frequency with which each character strength was 
aligned to each corresponding leadership component for change is illustrated by the 
bar graphs in Figure 1. The data show that some character strengths may manifest 
themselves in multiple leadership components while in others the raters were more
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definitive in a specific leadership component. If no rater aligned the character 
strength with a leadership component for change, that leadership component was not 
represented on the bar graph. The classification of the character strengths to a 
specific leadership component was made based on the greatest number of raters that 
aligned the strength to the component for change as illustrated in Table 2. Due to 
the fact that the raters could choose only one strength for each leadership 
component, they were also asked to identify the level of confidence they had that the 
strength actually aligned with the chosen component. The average mean confidence 
rating for the aligned character strengths to leadership components is presented in 
Table 3. The rater’s data concluded that 19 of the 24 character strengths had a mean 
score o f 7 or higher (out of 10) that they were confident that the strength had a high 
degree o f correlation to the leadership component for change. The remaining five 
strengths had a mean score no lower than 5.25.
Table 3 provides a visual representation o f how the raters aligned the 
character strengths with the leadership components for change. The classification 
was made using the greatest frequency that the strength was aligned with the 
leadership component for change.









































Love of Learning 
Ingenuity










Means of Confidence Levels for Aligned Strengths
Character Strength Mean Standard Deviation
Curiosity/Interest in the World 8.08 0.67
Love o f Learning 8.83 0.94
Judgment/Critical Thinking 7.11 1.27
Perspective 7.67 1.12
Ingenuity 6.80 2.15
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Table 3 (continued)
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The second research question asked, “How do the data from participants 
support the mapping of leadership components for change and character strengths?” 
A confirmatory factor analysis was used to assess whether the specific structure of 
leadership components adequate explain the obtained data.The leadership 
components (moral purpose, relationship, understanding change, coherence making, 
and knowledge creation) served as the latent variables and 24 character strengths as 
observed variables. The posited structure was based on the mapping raters 
(DeCoster, 2003).
Confirmatory factor analysis suggested a less than adequate goodness-of-fit 
(GFI = .71) and adjusted goodness-of-fit (AGFI = .66), failing to meet the .90 
criterion needed for an adequate fit limit for the model based on the alignment o f the 
raters. Additional analysis to determine the extent to which a correlation of latent 
variable could be made produced a greater level of goodness-of-fit (GFI = .85) and 
adjusted goodness-of-fit (AGFI = .82); consequently, this also fell below an 
acceptable limit at which statistically meaningful correlations could be drawn. 
Further analysis of eliminating a specific latent variable or leadership components 
was not perceived as a viable option as it would have altered the theoretical frame 
from which the study sought to analyze. Figure 2 represents the confirmatory factor 
analytic model with the specified leadership components (moral purpose, 
relationships, coherence making, knowledge creation, understanding change) as


























































latent variables (unobserved variables) and the aligned character strengths as the 
observed variables. Figure 3 displays the confirmatory factor analysis model with 
the specified leadership components (moral purpose, relationships, coherence 
making, knowledge creation, understanding change) as latent variables (unobserved 
variables) and the aligned character strengths as the observed variables. Figure 3 
displays the confirmatory factor analysis model with the estimated parameters.
The fit of the confirmatory factor analysis model based on the alignment by 
the raters did not fall within acceptable limits; therefore, an exploratory factor 
analysis was carried out utilizing the responses generated by the administrators who 
completed the strength survey. This analysis sought to describe and summarize the 
data by grouping the correlated variables in order to generate the alignment of 
character strengths and leadership components into groupings (Tabachnick & Fidell, 
2001). The analysis provided the consolidated variables (in the form of factor 
scores) needed to assess the research hypotheses. Specifically, a principal 
component analysis (PCA) was used, with an orthogonal (varimax) rotation o f the 
component loadings. The PCA allowed for the 24 principal components represented 
by the character strengths to be considered into a more parsimonious factor solution. 
An orthogonal rotation of the factors was used in order to uncorrelate the factors 
with each other while making the solution more interpretable without changing the 
underlying mathematical properties (Tabachnick & Fidell, 2001). Figure 4 shows a 
scree plot of the resultant eigenvalues. Because this study was particularly interested
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in the adequacy and nature of a five-factor solution, this solution was examined in 
detail. The eigenvalues displayed in Table 4 indicate that the five-factor solution 
accounted for more than 50% of the total variation in the data. Moreover, the PCA 
resulting loading matrix, which linked the character strengths (as observed by the 
administrators’ survey responses) with the leadership components for change (see 
Table 5), provided a highly interpretable solution.. The values provided in Table 5 
are representative of the character strengths that are correlated to each leadership 
component for change. O f particular interest is the -.674 factor loading associated 
with “humor” that is aligned with “understanding change.” This suggests that based 
on administrators’ responses that those with humor may be less likely to foster 
understanding of change.
The character strengths and leadership components alignment, based on 
administrator responses to the Strength Survey are presented in Table 6. This table 
represents the final classification o f character strengths into leadership components 
for change utilizing factor scores derived from the administrators that completed the 
Strength Survey. Table 6 also displays the similarities in the initial classification 
completed by the raters comprised of doctoral students.
Research Question 3
The third research question asked, “How can the strength profiles be 
described and how do these profiles relate to specific characteristics of













Initial Eigenvalues Rotation Sums of Squared Loadings
Components Total % o f Variance Cumulative % Total % of Variance Cumulative %
1 6.44 26.85 26.85 3.40 14.15 14.15
2 1.71 7.11 33.97 3.04 12.67 26.82
3 1.52 6.32 40.28 2.34 9.74 36.56
4 1.44 5.99 46.27 2.00 8.34 44.90
5 1.17 4.86 51.14 1.50 6.24 51.14
6 1.14 4.73 55.87
7 0.93 3.87 59.74
8 0.89 3.72 63.45
9 0.86 3.56 67.02
10 0.75 3 .12 70.13
11 0.69 2.90 73.03













Initial Eigenvalues Rotation Sums of Squared Loadings
Components Total % of Variance Cumulative % Total % of Variance Cumulative %
12 0.66 2.76 75.79
13 0.63 2.61 78.40
14 0.60 2.52 80.92
15 0.59 2.46 83.38
16 0.54 2.27 85.65
17 0.52 2.16 87.81
18 0.50 2.08 89.89
19 0.46 1.90 91.79
20 0.44 1.83 93.62
21 0.41 1.72 95.35
22 0.39 1.63 96.97
23 0.37 1.54 98.52
24 0.36 1.48 100.00












Rotated Factor Loadings for Leadership Components

























































Notes. Extraction method: Principal component analysis.


















































Note. Bold print/italics = Indicates agreement o f character strengths with raters.
VO
95
superintendents and principals?” A profile analysis (Tabachnick & Fidell, 2001) 
using factor scores from the exploratory factor analysis was used to determine the 
statistical similarity of leadership profiles.The analysis utilized, tests o f parallelism 
and level as well as between-subject factors, which included type of school 
(principals only), size o f district, gender, current position, years in current position, 
and years in administration and how they differ with respesct to the five leadership 
components for change, to include moral purpose, understanding change, 
relationships, knowledge creation, and coherence making (Crowl, 1966). Figures 5 
through 15 display the profiles as demonstrated by the factor scores for each specific 
demographic characteristic. The negative numbers in Figures 5 through 15 represent 
values below the mean while positive numbers represent values above the mean.
The exact mean value is identified as 0.00.
Descriptive statistics by the type of school (Table 7) identify response 
patterns o f principals from the Character Strength Survey as they related to the five 
leadership components for change.
A multivariate profile analysis was carried out using factor scores from the 
exploratory factor analysis to assess whether the leadership profiles o f principals 
from the three school types (Figure 5) were parallel to one another (Tabachnick & 
Fidell, 2001). Box’s test indicated equality of covariance matrices (p = .342). 
Results indicated a significant departure from parallelism in the profiles (F 
[8,550]=2.62, p  < .05). Further analysis suggests that principals of middle schools
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Table 7
Descriptive Statistics bv Type of School ^Principals Only)
Type of School Mean
Standard
Deviation N
Relationships Elementary 0.15 0.90 175
Middle School -0.04 1.19 60
High School 0.04 0.93 46
Total 0.09 0.97 281
Moral Purpose Elementary -0.16 0.92 175
Middle School 0.11 0.94 60
High School 0.11 1.27 46
Total -0.05 1.00 281
Knowledge Creation Elementary 0.08 0.97 175
Middle School -0.23 1.08 60
High School -0.17 1.12 46
Total -0.03 1.03 281
Coherence Making Elementary -0.04 1.00 175
Middle School -0.07 1.05 60
High School 0.28 1.03 46
Total 0.01 1.02 281
Understanding Change Elementary 0.11 1.02 175
Middle School -0.18 0.19 60
High School -0.25 0.93 46
Total -0.01 0.99 281
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and high schools demonstrated a relatively similarity in their profile with the 
exception of the leadership component in coherence making, as high school 
principals scored high while middle school and elementary school principals 
exhibited similarity. Elementary school principals demonstrated a departure from 
parallel as they scored lower in the leadership components o f moral purpose and 
higher in knowledge creation and understanding change. A partial e2 = .04 suggested 
a small effect size, using Cohen’s (1988) criteria of .01 = small effect, .06 = 
moderate effect, and .14 = large effect.
A test o f the levels hypothesis indicated that the three types o f schools did 
not differ significantly (F  [2, 278] = 1.30, p  = .275). A partial e2 = .009 indicated a 
small effect size.
Table 8 presents the descriptive statistics for superintendents and principals 
based on the size of the district in which they work as it relates to the leadership 
components for change.
Box’s test indicated equality o f covariance matrices (p = .493). A test for 
parallelism of superintendent and principal profiles (Figure 6) based on the size of 
the district suggested that the difference in the profiles was not significant (F [8,
636] = .587, p  = .789). A small effect size was observed (partial e2 = .007). A test of 
the levels hypothesis indicated that the size of the administrator’s school district did 
not differ significantly (F  [2, 321] = .791,/? = .454). A small effect size was 
observed (partial e2 = .005).
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Table 8
Descriptive Statistics by Size o f School
Size of District Mean
Standard
Deviation N
Relationships Small 0.04 1.10 44
Medium 0.04 1.02 105
Large -0.03 0.96 175
Total 0.00 1.00 324
Moral Purpose Small 0.00 1.01 44
Medium 0.06 1.07 105
Large -0.03 0.96 175
Total 0.00 1.00 324
Knowledge Creation Small 0.22 0.97 44
Medium -0.09 0.99 105
Large 0.00 1.01 175
Total 0.00 1.00 324
Coherence Making Small 0.18 1.01 44
Medium -0.07 0.91 105
Large 0.00 1.05 175
Total 0.00 1.00 324
Understanding Change Small -0.04 0.95 44
Medium 0.06 0.99 105
Large -0.02 1.02 175
Total 0.00 1.00 324
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Descriptive statistics by the gender of administrators (Table 9) identify 
response patterns of superintendents and principals from the Character Strength 
Survey as they related to the five leadership components for change.
A profile analysis was carried out to assess whether leadership profiles of 
superintendents and principals based on their gender (Figure 7) were parallel to one 
another. Box’s test indicated equality of covariance matrices (p = .153). Results 
indicated a significant departure from parallelism in the profiles (F [4, 319] = 8.76, 
p  < .05). The variation from parallel between male and female administrators is 
particularly pronounced in the leadership components of relationships and 
understanding change. Female administrators demonstrated strengths above the 
mean for each. Conversely, male administrators demonstrated strengths 
below the mean for both relationships and understanding change. Leadership 
components of moral purpose, knowledge creation, and coherence making also 
displayed a relative lack of parallelism between the genders. A moderate effect size 
was observed (partial e2 -  .099). A test of the levels hypothesis indicated that 
responses of administrators differed by gender (F [1, 322] = 13.02, p  < .05), with 
female administrators showing higher overall scores than male administrators. A 
moderate effect size was observed (partial e2 = .061), indicating that overall there 
was moderate variation between males and females.
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Table 9




Relationships Male -0.27 1.01 180
Female 0.34 0.87 144
Total 0.00 1.00 324
Moral Purpose Male 0.04 1.04 180
Female -0.05 0.96 144
Total 0.00 1.00 324
Knowledge Creation Male -0.05 1.04 180
Female 0.06 0.95 144
Total 0.00 1.00 324
Coherence Making Male 0.01 0.99 180
Female -0.01 1.02 144
Total 0.00 1.00 324
Understanding Change Male -0.22 0.92 180
Female 0.28 1.03 144
Total 0.00 1.00 324
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Due to the significant variation between the overall profiles o f male and 
female administrators, a further profile analysis was completed in order to determine 
the depth and significance of variance based on the gender of the administrator in 
relationship to other variables such as current position and the type o f school for 
which they provided leadership.
Further examination of the specific factor scores from male and female 
administrators as they relate to their current position of principal or superintendent 
suggests no significant difference in their profiles (Figures 8 and 9). Box’s test 
indicated equality o f covariance matrices ip = .121). A test for parallelism of 
gender-specific superintendent and principal profiles suggested that the difference in 
the profiles was not significant (F [4, 317] = 1.855, p  = .118). A small effect size 
was observed (partial e2 = .061).
A gender analysis based on the type o f school each principal served also 
indicated no significant difference in parallelism (Figures 10 and 11). Box’s test 
indicated equality of covariance matrices (p = .403). A test for parallelism of 
gender-specific superintendent and principal profiles suggested that the difference in 
the profiles was not significant (F  [8, 544] = 1.237, p  = .269). A small effect size 
was observed (partial e2 = .018). These findings further illustrate that while there are 
distinct differences between the leadership profiles of male and female 
administrators, the differences by specific leadership positions are not statistically 
significant for either gender.
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Table 10 presents the descriptive statistics based on the current position of 
superintendent or principal as they relate to the leadership components for change.
Box’s test indicated equality of covariance matrices (p = .038). A test for 
parallelism of administrators’ profiles based on their position as superintendent or 
principal suggested a significant difference in the profiles (F [4, 319] = 5.36, p  < 
.05). The profile of leadership components suggests significant differences in 
parallelism between superintendents and principals, particularly in the area of 
relationships where superintendents’ profiles show a sharp deviation from parallel 
(Figure 12). Furthermore, superintendents demonstrated variance in the leadership 
component of coherence making, scoring lower in comparison to principals. 
Principals displayed a lower score in the areas o f moral purpose and knowledge 
creation. A moderate effect size was observed (partial e2 = .063). A test of the 
levels hypothesis indicated that the size of the administrator’s school district did not 
significantly affect scores (F  [1, 322] = .605, p -  .437). A small effect size was 
observed (partial e2 = .002).
Table 11 presents the descriptive statistics for superintendents and principals 
based on the years the administrator had been in their current position as it relates to 
the leadership components for change.
Box’s test indicated equality o f covariance matrices (p = .292). A test for 
parallelism of superintendents and principals based on their years o f experience in 
their current administrative position (Figure 13) suggested a significant difference in
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Table 10




Relationships Superintendent -0.55 0.98 47
Principal 0.09 0.97 277
Total 0.00 1.00 324
Moral Purpose Superintendent 0.23 1.00 47
Principal -0.04 1.00 277
Total 0.00 1.00 324
Knowledge Creation Superintendent 0.15 0.75 47
Principal -0.02 1.04 277
Total 0.00 1.00 324
Coherence Making Superintendent -0.07 0.84 47
Principal 0.01 1.03 277
Total 0.00 1.00 324
Understanding Change Superintendent 0.01 1.06 47
Principal 0.00 0.99 277
Total 0.00 1.00 324

























Figure 12. Estimated Marginal Means of Leadership Components by Current Position.
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Table 11





Relationships 1-5 years 0.01 0.96 193
6-10 years 0.08 1.10 70
11+ years -0.13 1.00 61
Total 0.00 1.00 324
Moral Purpose 1-5 years -0.06 0.99 193
6-10 years 0.09 0.98 70
11+ years 0.08 1.05 61
Total 0.00 1.00 324
Knowledge Creation 1-5 years 0.08 1.02 193
6-10 years -0.03 0.90 70
11+ years -0.24 1.01 61
Total 0.00 1.00 324
Coherence Making 1-5 years -0.29 1.00 193
6-10 years -0.02 1.02 70
11+ years 0.29 0.93 61
Total 0.00 1.00 324
Understanding Change 1-5 years -0.03 1.02 193
6-10 years 0.17 1.00 70
11+ years -0.09 0.94 61
Total 0.00 1.00 324
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Figure 13. Estimated Marginal Means of Leadership Components by Years in Position.
114
the parallelism o f profiles (F  [8,636] = 2.03, p  < .05). Variation in parallelism in 
superintendents’ and principals’ profiles indicate lower scores being exhibited by 
administrators with 11+ years o f experience in their current position in the 
leadership components o f knowledge creation and understanding change, whereas 
the same group exhibited a profile displaying a high score in coherence making. 
Furthermore, administrators with 1-5 years of experience in their current position 
displayed a variation by scoring high in the leadership component of knowledge 
creation in relation to other administrators. Relative parallel profiles were identified 
by administrators with 1-5 years and 6-10 years of experience in their current 
position, as their profiles were relatively close to the mean and parallel in all other 
leadership components. A small effect size was observed (partial e2 = .005). The test 
o f the levels hypothesis indicated that the years of experience in their current 
position did not differ significantly (F  [2, 321] = .770, p  = .464). A small effect size 
was observed (partial e2 = .005).
Table 12 presents the descriptive statistics for superintendents and principals 
based on their total years o f administrative experience as it relates to the leadership 
components for change.
In relation to variables o f administrators’ total years of administrative 
experience, Box’s test indicated equality of covariance matrices (p = .776). A test 
for parallelism suggested a significant difference in the parallelism of profiles (F 
[8,636] = 2.94, p  < .05). Further examination o f the profiles (Figure 14) suggests 
that only the leadership component o f understanding change displays a relative
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Table 12





Relationships 1-5 years 0.23 1.00 71
6-10 years 0.06 1.02 96
11+ years -0.14 0.97 157
Total 0.00 1.00 324
Moral Purpose 1-5 years -0.19 0.89 71
6-10 years 0.09 0.94 96
11+ years 0.03 1.07 157
Total 0.00 1.00 324
Knowledge Creation 1-5 years -0.01 0.95 71
6-10 years 0.23 1.04 96
11+ years -0.14 0.97 157
Total 0.00 1.00 324
Coherence Making 1-5 years -0.25 1.03 71
6-10 years -0.06 1.04 96
11+ years 0.14 0.94 157
Total 0.00 1.00 324
Understanding Change 1-5 years -0.04 1.03 71
6-10 years 0.05 1.00 96
11+ years -0.01 0.99 157
Total 0.00 1.00 324
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similarity between administrators with various years of experience. Administrators 
with 1-5 years and 6-10 years o f administrative experience displayed relative 
parallel profiles with the exception of the leadership component of moral purpose in 
which administrators with 1-5 years o f experience scored lower. Conversely, 
administrators with 11+ years scored below administrators with less experience as it 
relates to knowledge creation. Administrators with 6-10 years o f administrative 
experience displayed a higher profile in knowledge creation, whereas administrators 
with the least amount of experience displayed significantly lower scores in moral 
purpose and coherence making. A small effect size was observed (partial e2 = .036). 
The test o f the levels hypothesis indicated that the total years o f administrative 
experience (Figure 15) did not significantly affect scores (F [2, 321] = 1.96,p  = 
.142). A small effect size was observed (partial e2 = .012).
Summary
The purpose of this research was to address the classification of strengths 
that increase leadership effectiveness of change by mapping specific character 
strengths with components for leading change while examining the correlation of 
strengths and leadership components for change in Illinois public school 
administrators. In this chapter, the results of this study have been presented. The first 
section provided a summary of the return rate, sample size, and demographic 
information of participants; section two included the findings utilizing descriptive
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statistics, factor analytic models, and multivariate profile analysis to create 
interpretable data in answering the three research questions in this study. Results of 
this study produced data creating a classification o f character strengths within the 
framework of leadership components for change, thus allowing for analysis and 
interpretation regarding the presence of various strengths as they relate to 
superintendents and principals.
Chapter 5 will contain final conclusions and present implications for 
further research. Also included in Chapter 5 will be the discussion of factors 
impacting the study as well as opportunities to utilize positive psychology and 
change theory to make important contributions to the effectiveness of school leaders.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
CHAPTER 5
SUMMARY, DISCUSSION, AND RECOMMENDATIONS
Introduction
This study sought to address the classification of strengths that increase 
leadership effectiveness o f change by mapping specific character strengths with 
components for leading change while examining the correlation o f strengths and 
leadership components for change in Illinois public school administrators.
The summary o f the findings from this study, discussion of the conclusions, 
implications for practice, and future research as a result o f this study are presented in 
this chapter.
Summary of the Results
A review of the current literature clearly demonstrates that public education 
must continually seek to reinvent itself in order to reduce the societal inequities and 
create contributing citizens that embody not only knowledge but a mindset, attitude, 
and social and personal capacities that will enable them to excel and contribute to 
their communities. Furthermore, the political climate o f America has created an 
environment that measures the aforementioned values through the use of an
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accountability system of high-stakes testing. Thus, if  public education is going to 
continue to be the cornerstone o f an American democratic society, leaders o f the 
educational system must possess the skills necessary to provide genuine and 
meaningful leadership in the change process for those they serve. In this new era of 
change leadership, school administrators must have an ever-increasing knowledge 
and appreciation of how to leverage not only their own but also others’ positive 
emotions to increase motivation through the utilization of strengths and provide 
opportunities that allow individuals to flourish.
As a result of the current research, Fullan (2001a) suggests that leaders 
become more effective by focusing on a relatively small number of core aspects of 
leadership that not only increase their effectiveness but also cultivate their personal 
level o f energy, enthusiasm, and hopefulness. Furthermore, these dimensions of 
leadership must work in concert with each other, as the components for leading 
change represent independent but mutually reinforcing forces for positive change 
(Fullan, 2001a).
This study utilized the five components for leading change as a guiding 
theoretical framework for examining the implications o f how school administrators 
may be able to identify and leverage their strengths to more effectively lead schools 
in an era o f continuous and complex change. The five components for leading 
change, highlighted in Chapter 2, are further articulated in the following.
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Leaders who pursue the moral purpose act with the expressed intention of 
making a positive difference in all they serve. They seek understanding of both ends 
and means, thus making a difference in the lives o f students as an ultimate 
conclusion for their actions. Their decisions also increase intrinsic motivation in 
those they lead through fostering others’ moral purpose (Fullan, 2001a).
In order for administrators to lead complex change, they must understand 
change. This skill involves leadership that is less about a specific innovation and 
more about one’s ability to possess innovativeness (Fullan, 2001a). Leaders in this 
dimension understand the complexity of the change process as well as the 
intellectual and emotional impact change has on those experiencing it. Hence, 
leaders in this area are able to provide needed support to people through the change 
process.
Successful leaders must embrace the ability to create and maintain 
relationships. This defines the interaction and development o f trust that exists in an 
organization experiencing change. The skillful leader carefully fosters and 
coordinates relationships. They depend significantly more on strengths in emotional 
intelligence than their cognitive intelligence. These leaders also anticipate and 
appreciate dissent as it is viewed as a potential source of new ideas or breakthroughs 
(Fullan, 2001a).
Knowledge creation and sharing are the expression of a cultural value that 
embraces the practice of seeking knowledge and creating collaborative
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environments that share new information. Leaders o f change recognize that value 
must be placed on the importance o f continual learning through the accessing o f the 
tacit knowledge of those in the organization.
Leaders of change seek coherence making within the organization. Within 
the complex and often messy process of change, there needs to be connectedness to 
a compelling vision and purpose while guarding against fragmentation. Coherence 
making also creates focused energy while building internal commitment from 
individuals in the organization (Fullan, 2001a).
This study sought to examine the connection between leadership components 
for change and the field of positive psychology which seeks to utilize human 
strengths embodied in every person that maximize optimal experience, both in 
personal and professional lives. The implications for these two fields o f study are 
boundless and somewhat unexplored. Yet the very existence o f leadership for 
change is incumbent upon one’s ability to engage the people within the organization 
to utilize strengths to accomplish uncommon goals. Bridges (1991) states that 
change should be viewed through a humanistic lens dealing with both the 
psychological and the sociological perspectives. The implications of this study will 
contribute to the relatively new body of research that tries to classify strengths into 
an already existing field of study, specifically change theory and leadership. 
Furthermore, this initial examination o f strengths in school leaders will provide 
insight as to how these strengths can be fostered and maximized not only to lead
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effective organizations but also to create a level of personal and professional 
satisfaction, optimism, and resiliency within their lives.
Findings
The following are significant findings as the result o f the data collected 
during this research:
1. The raters, composed of third-year doctoral students in educational 
leadership, categorized the 24 character strengths with each of the five leadership 
components for change. However, when compared with the responses from 
administrators taking the Strength Survey, a confirmatory factor analysis noted that 
there was a less than adequate fit o f the model.
2. An exploratory factor analysis using the responses from administrators 
taking the Strength Survey generated a classification and alignment that resulted in 
factor scores for each o f the five leadership components for change. These factor 
scores were used in the multivariate profile analysis to determine and evaluate 
strength profiles.
3. The profile analysis o f strengths from principals at the elementary, middle 
school, and high school levels suggests a significant difference in the strengths 
representative o f each level as they relate to leadership components for change. 
Elementary principals demonstrate greater strengths in the areas o f knowledge
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
125
creation and understanding change, whereas high school principals displayed 
significant strengths in coherence making.
4. The strength profiles o f male and female administrators indicate a 
significant statistical variation of strengths. Female administrators demonstrated 
significant strengths in the areas o f relationship and understanding change. The 
components of moral purpose, knowledge creation, and coherence making were 
statistically similar.
5. The comparison between superintendents and principals revealed 
significant differences within their respective leadership profiles. While principals 
displayed a relatively flat profile in relation to the mean, superintendents had a great 
deal of variance with the leadership component o f relationships being significantly 
below the mean and the components of moral purpose and knowledge creation being 
above the mean in comparison with principals.
6. Administrators who have held their current position of superintendent or 
principal for 11 or more years displayed strength in coherence making while 
conversely showing a lower strength in knowledge creation. Administrators with 1-5 
years and 6-10 years of experience demonstrated less variation between the 
leadership components for change.
7. The data suggested that there is a statistical significance in the profiles of 
administrators based on their total years in administration. Administrators with 1-5 
years of total experience demonstrated a higher level of strength in the area of
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relationships when compared to administrators with 11 or more total years of 
experience.
Discussion of Findings
Leadership Components for Change and 
Character Strength Classification
The use o f character strengths and the implications for leading change was 
initially studied to determine “i f ’ and “how” the 24 character strengths from the 
field of positive psychology could be aligned and classified with the five leadership 
components for change. In contributing to a new body o f research within these two 
fields o f study, such a classification would be necessary in order to further define 
what correlation, if  any, can be made using an alignment of character strengths to 
the leadership components for change. While there is no prior research making such 
a classification between these two schools of thought, this study provides important 
information and creates a foundation for future implications of change theory and 
the tenets o f positive psychology.
The results from the study based on the initial classification process of 
identifying how raters aligned leadership components for change and character 
strengths showed that the 24 character strengths could be classified into one o f the 
five leadership components for change. The raters, made up of doctoral students, 
had prior knowledge and experience with both the leadership components for
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change as well as positive psychology as it relates to character strengths. The 
frequency distribution (shown in Figure 1 in Chapter 4), with few exceptions, 
reveals that every character strength might in some way be viewed as being 
manifested within one of the leadership components for change, the only exception 
being character strength o f loving classified by the raters with the leadership 
component o f relationships.
Character strengths of perseverance, kindness, and forgiveness were aligned 
with two leadership components. The strength o f perseverance was aligned with the 
components for change of moral purpose and understanding change, and the 
strengths of kindness and forgiveness were aligned components for change with 
moral purpose and relationships. All o f the other 20 character strengths were aligned 
with at least three or more leadership components for change to varying degrees. 
While there was some variance in the classification, 13 o f the 24 character strengths 
had a more definite alignment to a particular component for change. The variance 
and deviation among the raters may be representative of a forced-choice process as 
the raters were directed to align strength with the leadership component they felt 
was the best fit versus all possible options. However, the variance among the raters 
raises the question, are the character strengths utilized to some extent in all aspects 
of leading change? One could surmise that while the character strengths may be 
more characteristic o f a particular leadership component for change, the character 
strengths actually transcend all of the leadership components for change. This would
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be further supported by Fullan (2001a) as he indicates that the dimensions of 
leadership must work in concert with each other as the components for leading 
change represent independent but mutually reinforcing forces for positive change. 
Furthermore, character strengths may be manifested in many forms and in many 
cases are situational based on one’s experiences and thus, while they maybe 
grouped, they are not replicas of each other (Peterson & Seligman, 2004). Research 
o f character strengths by Peterson and Seligman created criteria to be used in the 
identification o f character strengths, including “A strength needs to be manifested in 
the range of an individual’s behaviors, thoughts, feelings, and/or actions— in such a 
way that it can be assessed” (p. 21). The data from the raters clearly illustrate that 
the strengths o f an individual can be classified in several areas o f leading change. 
This is an important finding as administrators continue to strive to identify and 
define strengths that allow them to maximize and develop these strengths in order to 
become more complete leaders. The classification that aligns all the strengths to the 
leadership components for change represents an area o f critical importance as 
administrators can articulate what components are necessary to lead a successful 
change process and thus maximize their strengths to facilitate change within the 
organization. This foundational research should provide a framework for further 
study into the type of activities administrators engage in that utilize their strengths 
and thus foster greater opportunities to create optimal experience and personal and 
professional satisfaction.
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In determining how the data from superintendent and principal survey 
participants supported the mapping process of strengths correlated to leadership 
components for change described above, an unexpected finding occurred. The 
classification o f strengths within the components for change had a general alignment 
with the responses from survey participants. However, the confirmatory factor 
analysis revealed that there was not an adequate statistical fit between the data of the 
two separate comparison groups. The variation between the two groups may be 
explained as the raters in the initial mapping process had the benefit o f prior study 
and discussion regarding leadership components for change and the specific tenets 
of character strength within the field o f positive psychology. The superintendents 
and principals participating in the Strength Survey may have had no requisite prior 
knowledge or experience with the change components or positive psychology, 
whereas the rater’s formal experience in change theory and positive psychology 
would not represent a typical administrator and thus creates a different perspective 
in aligning strengths to components for change. However, the lack o f statistical fit 
should not diminish the individual importance of the mapping completed by the 
informed raters as this contributes to the new body of research in the classification 
o f strengths and the implications o f their use within other fields o f study.
The classification o f character strengths into leadership components for 
change faces similar challenges and concerns as the emerging field of positive 
psychology faces in its classification of character strengths and virtues. As with the
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domain of human excellence, the relationship between character strengths and 
leadership for change is largely unexplored (Peterson & Seligman, 2004). As the 
relationship between strength development and educational leadership continues to 
evolve, so too will the ability o f researchers to more definitively classify strengths 
and leadership components for change.
I believe that the findings within this study add to the evolution in the field 
of positive psychology and implications for its application within the field of 
educational leadership. Unlike any long-standing field of research, the study of 
strengths and leadership does not have scientific classifications or taxonomies that 
are grounded in deep theory to explain concerns (Bailey, 1994).
The examination of the data from superintendents and principals who 
completed the Strength Survey also reveals that the 24 signature strengths can be 
classified into the five leadership components for change based upon an exploratory 
factor analysis utilizing the average of factor scores. The ability to utilize the 
responses of survey participants to classify the strengths into the components for 
change is an important outcome as this enables the researcher to use factor scores to 
create leadership profiles of components for change comprised of the strengths from 
the participants, thus providing more adequate data to make meaningful 
interpretations o f the administrator’s leadership characteristics.
Utilizing the Strength Survey responses in the classification of the character 
strengths provided some variation in how the strengths were grouped into the
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leadership components for change as compared to that o f the raters that simply 
engaged in the mapping process alone. This deviation can be explained by the 
advance knowledge regarding the theoretical framework of change as well as 
positive psychology, as noted previously. In order to generate leadership profiles 
that allow for correlation to the superintendents and principals within the sample 
population, the factor scores generated by the exploratory factor analysis were used 
in the multivariate profile analysis.
The unintended outcome of the process o f examining the classification of 
strengths using two sample groups provided further support for the need to pursue 
more in-depth study. There are numerous implications o f strength classification 
within the educational leadership arena in order to utilize these character strengths to 
identify characteristics of administrators that would predict a level of professional 
effectiveness. Peterson and Seligman (2004) suggest that an aspirational 
classification o f the study o f strengths may be more appropriate as it preserves the 
flexibility for the field to grow and evolve; therefore, this philosophical approach 
could be applied to the research o f strengths and leadership components for change 
while contributing to the foundational basis for further exploration o f the 
classification process.
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Leadership Profiles o f High School. Middle School, 
and Elementary School Principals
In determining how the leadership profiles can be described and how these 
profiles relate to specific characteristics of superintendents and principals, the 
research sought to provide a theoretical and practical link between the strengths that 
each administrator possesses and the skills and abilities required to lead educational 
change. Similar to the traditional psychology practiced in the United States, the view 
o f leadership and, in particular, leadership for change focuses on the weaknesses of 
leaders rather than examining what strengths are present and building on these 
positive traits to promote effectiveness which allows the administrators and those 
they lead to create a culture in which they can flourish. It is of critical importance 
that the reader o f this study recognizes that the focus o f this research is on the 
strengths that create a leadership profile for change rather than simply identifying 
the deficiencies of administrators. With that said, there is merit in identifying and 
examining the inherent differences that administrators have which may lead them to 
achieve more success in providing leadership to their organization and ultimately 
create optimal experiences that provide a positive and fulfilling life.
There is a common understanding that students at the various levels of 
education offer very different opportunities and challenges due simply to their 
developmental needs. The results of this study demonstrate that the strengths that are 
characteristic o f principals that lead elementary schools, middle schools, and high
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schools are also significantly different and thus lend themselves to varied levels of 
character strengths that are representative of the leadership components for change. 
Using the factor scores derived from the responses o f principals participating in the 
study, elementary principals displayed strengths that were statistically significant as 
being aligned with the leadership components of knowledge creation and 
understanding change. These data show that elementary principals possess the 
character strengths that allow them to have a greater understanding of the 
complexity of the change process. Furthermore, this relative strength suggests that 
these leaders have the capacity to provide the necessary support and understanding 
to individuals as they work through messy and emotional transitions that are 
experienced in the change process. Fullan (2001a) indicates that leaders who are 
effective in the component o f understanding change recognize and have the skills to 
know that change can be understood and led but it cannot be controlled.
The data further support the relative strength of elementary principals in the 
component o f knowledge creation as compared to the middle and high school 
principals. Character strengths o f judgment, perspective, and humility were 
representative o f the profiles that are present in principals who have the ability to 
gain and share knowledge within the organization. These individuals also have a 
deep appreciation o f the importance o f using knowledge and information within 
social contexts. Furthermore, these leaders recognize and foster a learning 
environment that is conducive to the creation of knowledge and understand that in
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leading change it is not simply placing a changed person in an unchanged 
environment (Fullan, 2001a).
The high school principals exhibited strengths that align with the component 
o f coherence making. This is indicative of leaders who have the ability to foster new 
patterns o f relationships that create an environment that is conducive for change 
while increasing the energy and level of commitment through which greater 
coherence is achieved. The research of Senge (1990) defines this aspect o f building 
coherence as a new view of leadership and further suggests that leaders are 
responsible for building organizations that expand the capabilities o f others to 
understand complexity, provide clarity of vision, and improve the shared mental 
models that are responsible for the learning of those they lead.
An area that was apparent in examining the principals’ leadership profiles 
was the fact that the secondary principals, meaning the middle and high school 
principals, displayed a great deal o f parallelism in their profile of strengths that align 
with similar levels o f leadership components for change. This seems to perpetuate 
the common perception o f the differences in individuals that are drawn to work with 
elementary-aged students versus secondary students.
The significant variations of leadership profiles for change in comparison 
with principals from the various levels call to question the need to determine the 
effectiveness o f the administrators with specific leadership profiles. This profile
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would also determine if the people whom the principals lead find their leadership 
characteristics effective at the different levels of education.
Leadership Profiles o f Administrators Based on Gender
An area o f particular interest was the identified difference o f leadership 
profiles generated by the strengths of principals and superintendents in relation to 
their gender. Societal stereotypes would suggest some predictable differences in the 
strengths between male and female administrators, thus indicating differences in 
their ability to provide leadership for change. While there is a great deal of literature 
and debate regarding gender differences in all facets o f life, research on leadership 
by Buss (1990) concludes that “women were more likely to seek interpersonal 
success in groups, in contrast to men’s greater concern for being successful in the 
task” (p. 724).
The results o f this study, with regard to male and female principals and 
superintendents, support some societal notions regarding differences based on 
gender; however, while there are some significant differences in the leadership 
profiles representing components for change, there were also many similarities. Both 
male and female administrators in this study displayed a great deal of consistency 
with each other in regard to the components for change that deal with moral 
purpose, knowledge creation, and coherence making. The data further show that 
female principals and superintendents demonstrated strengths significantly above the
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mean in comparison with males in the components of relationships and 
understanding change. Due to the significant difference in the leadership profiles, I 
sought to further examine the possible differences based on gender. While 
specifically analyzing gender profiles, o f superintendents to principals and 
comparisons to the type o f schools, no other statistical significance was revealed.
The findings regarding gender differences provide valuable insight and 
information as to areas that should be further explored but were outside the scope of 
this study, as this research examined the differences in leadership profiles of male 
and female administrators but was not exclusively focused on the study of gender 
differences. Additionally, research on the specific implications and significance of 
gender differences o f administrators relating to their effectiveness to utilize 
strengths in providing leadership could provide important implications for practice 
and contribute to the body of knowledge. With that said, this study does represent 
some meaningful contributions in examining the strengths that are present in male 
and female administrators regarding leadership components for change.
The data associate relative strengths in female administrators’ ability not 
only to build relationships but also in holding high importance in the development 
o f relationships, which is of critical importance in providing the support to 
individuals going through a change process. This is not to suggest that male 
administrators do not regard relationships as important. It merely points out that the 
participants in this study displayed strengths aligned to relationships to a lesser
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degree. This finding has significant relevance to understanding the different roles of 
leading change. Wheatley (1999) clearly articulates the implications of building 
relationships as she implies that roles within the organization mean nothing if there 
is not an understanding o f relationships and the necessary resources needed to 
provide support to those within the organization. Thus, if  principals and 
superintendents are intent on making meaningful systemic change, they must 
become cognizant o f the strengths that assist leaders in leveraging the relationships 
that are required to create authentic change to the culture of the school and not 
simply the operating procedures.
The strength in the component o f relationships can make a direct correlation 
to strengths that are aligned to the component of understanding change. Female 
administrators as with the elementary principals display strengths to foster the 
relationships to be able to effectively understand and support the sociological and 
psychological impact of leading people through the complexity o f change. The 
critical importance of support and relationships in leading change is the cornerstone 
for the need to infuse the tenets o f positive psychology into educational leadership 
and building the capacity o f schools. Fullan (2001a) believes the importance of a 
leader’s emotional intelligence or EQ is a must if  relationships are a vital part of 
leading change. He goes on to say, “Effective leaders work on their own and others’ 
emotional development. There is no greater skill needed for sustainable 
improvement” (p. 74). Stein and Book (2000) assert that the use o f emotional
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intelligence should be examined closely in order to determine the strengths required 
in certain leadership positions, and furthermore the lack of emotional intelligence 
can certainly be detrimental to the learning environment. Goleman, Boyatzis, and 
McKee (2002) further support the importance of EQ in relationship building as they 
indicate that these leaders “form an emotional bond that helps them stay focused 
even amid profound change and uncertainty” (p. 21). This concept o f emotional 
intelligence raises the question regarding the training and preparation of educational 
leaders to build their strengths utilizing their emotional intelligence and furthermore 
the use o f these strengths to build the capacity of others based on their specific 
leadership position. Clearly, the research demonstrates that these strengths are 
present in school leaders. It is finding the support mechanisms to leverage these 
strengths to create environments that bring about optimal experiences for students 
and staff. The level of impact of these strengths is equally important whether it 
involves the implementation o f an innovation at the building level being supported 
by a principal or the sustaining of a systemic district-wide reform by a 
superintendent.
Leadership Profiles of Superintendents and Principals
In making the comparison between superintendents and principals, it was 
apparent that the superintendents’ presence o f strengths that aligned with 
relationships was significantly below the mean in relation to principals. This finding
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is not completely unexpected as many superintendents tend to get mired in the 
business and management aspects o f a school district while principals have the task 
o f being the front-line leader that must maneuver and relate to teachers, students, 
parents, and the community. They must continually build relationships to support 
the technical aspects o f education, for example, the pedagogy of the teachers versus 
building capacity within an ever-changing culture o f the school. Superintendents on 
the other hand have lost a sense o f connectedness and relationships due to the 
pendulum shift between centralization and decentralization (Fullan, 2005b). 
However, as described earlier, the ability to create relationships at all levels o f the 
organization is of critical importance to the sustainability of change.
Much has been written regarding the importance of developing learning 
communities that foster relationships and trust. Therefore, it is paramount that 
superintendents are able to create and model those strengths that foster relationships, 
such as social intelligence, fairness, kindness, gratitude, citizenship, spirituality, 
loving, and appreciation of beauty. The importance o f using one’s strengths to build 
relationships cannot be overemphasized; however, the reader should keep in 
perspective that while the findings of this study offer important information to be 
explored if superintendents are to leverage and sustain meaningful change, the 
number o f available superintendents is significantly less than that o f principals, as 
there is only one superintendent and multiple principals per district. Therefore,
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definite conclusions regarding the superintendent’s ability to establish relationships 
should be made with this perspective.
The analysis o f the data further shows that while superintendents may 
display strengths to a lesser degree in relationships, they have a prominent alignment 
to the leadership component of moral purpose. It is through an individual’s moral 
purpose that he/she models and communicates the passion to lead meaningful 
change in the organization for the expressed purpose to make a difference in the 
lives of the students and staff. Csikszentmihalyi (1990) describes the process of 
achieving “purpose” as “people who find their lives meaningful usually have a goal 
that is challenging enough to wake up all their energies, a goal that can give 
significance to their lives” (p. 216). The presence o f moral purpose in educational 
leaders, and in particular with superintendents, is the driving force in establishing a 
vision and a sense o f urgency to allow others to embrace change. Fullan (2001a) 
says that despite the level of strengths in the other four components for leading 
change, the school leader must be intensely committed to the betterment o f the 
school or system. Furthermore, it is crucial for leaders to work on improving their 
moral purpose in order to lead effectively.
The character strengths aligned with moral purpose based on this research 
continue to support the literature as characteristics of leaders who build and promote 
the passion to make a difference through the personification o f strengths such as 
perseverance, valor, hope, integrity, leadership, zest, and self-control. With that said,
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Kouzes and Posner (1995) assert that the effective communication o f a clear and 
compelling vision has very potent effects on the organization. However, their 
research also shows that displaying strength in inspiring a shared vision, as a 
leadership practice, is prevalent in only 10% of people. It is incumbent on leaders 
and preparation programs to engage and build strengths in order for school leaders 
to foster a greater sense of purpose to mobilize others’ moral purpose and intrinsic 
motivation towards a common goal. I would suggest that the importance of moral 
purpose centers on the leader’s ability to define a compelling purpose that fosters the 
intrinsic motivation of others rather than simple motivation due to external 
compliance. The research on motivation by Ryan and Deci (2000) reports that 
motivation comparisons of those who are authentically motivated versus those who 
are strictly externally motivated demonstrate an increased level o f excitement and 
interest, thus showing a higher level of performance by furthering the notion of 
creating positive emotions in others to increase motivation and thus heightening 
their level of effectiveness.
As previously described, the component of knowledge creation describes the 
skills that the superintendents possess that allows for a deep appreciation o f the 
importance using knowledge and information within social contexts. It is through 
the leadership components o f knowledge creation built on the foundation o f moral 
purpose that the superintendent is able to positively articulate and promote a
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coherent “big picture,” which is of critical importance as the superintendent has the 
leadership responsibility of the overall system.
Leadership Profiles Based on Administrative Experience
This study sought to determine the type of strengths that were present in 
various types of administrators. It also examined the presence of leadership 
components that were apparent in school administrators based on the experience 
level they have in their positions and as educational leaders in general. The findings 
in relation to administrators’ experience in their current position o f superintendent 
or principal exhibited an anticipated result of administrators with 11 or more years 
of experience showing significance in strengths that align with coherence making. 
One might surmise that the longer an administrator is in his or her position and an 
understanding o f the intricacies are developed, the more skilled he or she becomes 
in making connections and articulating a greater sense o f alignment in his or her 
strengths to engage in a change process. Conversely, this same group illustrated 
strengths significantly lower than the mean in comparison to administrators who 
have been in their current positions for 10 or fewer years in the leadership 
component o f knowledge creation. This would suggest that strengths, such as love 
of learning, ingenuity, and curiosity, might not be as prominent as in earlier stages in 
their position. While certainly not representative o f all veteran administrators, this 
finding is an area where school leaders who are new to their position take into
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account as a need to always maintain a focus on continual learning and modeling 
these strengths for other administrators and teachers.
In the analysis o f total years o f experience in administration, the significant 
finding was noted within administrators who had 1-5 years of total experience as 
they demonstrated strength relating to the leadership component of building 
relationships. This finding would seem consistent with the more recent focus on the 
humanistic aspects o f change, as has been mentioned throughout this study, versus a 
focus on management.
An interesting but unanticipated finding within this study was the percentage 
of administrators who were in their first five years in their current leadership 
position. Responses by survey participants identified 60% of the 324 administrators 
had 1-5 years of experience. However, 48% of the participants reported 11 or more 
years o f total administrative experience. The educational community must seriously 
examine how we motivate and foster effectiveness in our educational leaders as 
indicated by 60% of the leaders surveyed are within the first five years in their 
position. Due to the relative inexperience in administration, making the assumption 
that our educational leaders will develop these strengths as they progress through 
their career should not be left to chance.
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This study was limited in several ways that may have influenced the research 
findings. First, the raters, composed of third-year doctoral students, were a relatively 
small sample. While the purposive sample was chosen based on a prerequisite 
knowledge base, the use o f a larger sample may have allowed for greater reliability 
and generalization of the categorization o f the character strengths aligned to the 
leadership components for change. The creation of a larger sample size may have 
compromised the specific knowledge base of the raters; however, it would increase 
the generalization of their findings. Further contributing factors that may have 
impacted the mapping activity was the instruction that forced the raters into a choice 
which required the raters to choose the “best fit” of character strengths. This may 
have caused the raters to limit their thinking when they may have aligned a strength 
with multiple leadership components.
The results of this study may also have been limited due to the purposive 
sample of superintendents and principals who are employed in unit school districts 
within 18 collar counties around Chicago. This limits the ability to generalize the 
findings overall, as downstate Illinois was not within the sample and the majority of 
the respondents were from school districts representing a suburban or urban 
population. Another implication of the sample size of the participants taking the 
Strength Survey was the differences between the principals and the superintendents. 
The very nature o f having one superintendent per school district versus some large
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districts having upwards of 50 principals was an anticipated limitation of the 
methodology in comparing the two groups o f administrators. A larger sample group 
of superintendents would have provided more statistical power as well as 
generalization o f the leadership profiles identified for superintendents.
In order to increase the participation o f superintendents and principals, the 
240 questions on the Values in Action Strength Survey was modified to 96 
questions. While this may have increased the participation rate, it also may have 
impacted the definitiveness o f the identified strengths. The questions used were the 
same as those on the long form; however, there were 4 questions per strength versus 
10. The use o f the complete VIA Strength Survey would have provided definitive 
findings in regard to the presence o f strengths for each administrator.
The utilization o f any survey instrument depends on the reliability of the 
participants to provide an honest response versus one which may be considered 
socially acceptable. Even though anonymity and confidentiality were strictly adhered 
to, this is of particular concern when participants are asked questions regarding 
behaviors that are considered unethical in their profession, as all of these individuals 
have highly political and visible positions in their communities. Participants’ 
responses may also be impacted by their attitudes and current emotional state at the 
time of completing the survey.
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Fullan (2001a) clearly frames the complexity of change as he says, “For better 
or for worse, change arouses emotions, and when emotions intensify, leadership is 
key” (p. 1). I would suggest that Fullan’s commentary on change could be considered 
the anthem of this study and I would further say that school leaders need to make a 
conscious decision to impact their environment utilizing not only change theory and 
the decades o f educational research but also the developing tenets o f positive 
psychology. If we as an educational field truly want to make a meaningful difference 
in the lives of our students and staff we should challenge ourselves to look beyond the 
very traditional paradigms of our current educational system.
Due to the relatively limited body o f research that specifically addresses 
leadership of change with administrators’ strengths and the implications of positive 
psychology, this study in many ways has developed and brought to light more 
questions and future considerations than it has answered. However, I believe that the 
findings o f this research have made a meaningful contribution to the growing body of 
knowledge the work of Fullan, Seligman, Goleman, and numerous others as a 
foundation in order to make a permanent niche within the field o f educational 
leadership and in positive psychology utilizing the underpinnings of each. This study 
has presented findings that the presence and utilization o f character strengths are of 
critical importance to practicing school leaders in order to build the capacity of 
students and staff while also providing support through the complexity o f change.
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I believe that in order for administrators to experience an increased level of 
effectiveness there must be an understanding of their strengths in order for them to 
foster and create optimal experience. This is also akin to Senge’s (1990) concept of 
developing personal mastery where he describes “people with a high level o f personal 
mastery are able to consistently realize the results that matter most deeply to them”
(p. 7). Much like the “flow” experiences described by Csikszentmihalyi (1990), 
individuals can develop a deepening of personal vision and a focusing of energies by 
engaging in the activities that allow them to utilize their strengths within the context 
of leading change and not only performing at a high level of effectiveness but also 
experiencing a higher level o f personal satisfaction. This study illustrates how the 
strengths of superintendents and principals can play a pivotal role in the success of 
any change process. Consistent with the findings in this study, Fullan (2005a) 
indicated that superintendents are in a position to make moral purpose a system 
quality and expand their opportunities beyond the common belief that making a 
difference in the life of a child happens in the school building by teachers and 
principals. This result typifies how strengths aligned with leadership components for 
change can have implications that may transcend all preconceived roles within a 
traditional system of education. Furthermore, the findings in this study show how 
intertwined character strengths are in maximizing leadership components for change.
The broadened understanding that school leaders gain regarding their strengths 
is a critical application o f the principles of positive psychology in supporting
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individuals through the anticipated pitfalls o f change, most notably the 
implementation dip. These strengths that align with the component for understanding 
o f change can be cultivated and implemented in order to support people who are 
experiencing the social and psychological fear o f change. One can surmise that by 
utilizing positive emotions and the concept o f positivity school leaders may not only 
move people beyond the difficult stages of change but also increase human and 
organizational flourishing as the research of Fredrickson and Losada (2005) would 
suggest. Administrators who are able to frame district and building initiative in a 
positive focus are better able to experience a greater level of persistence, flexibility in 
strategies that reach a goal, greater creativity in solutions, better outcomes, and higher 
subjective well-being (Schneider, 2001). While the literature clearly illustrates 
multiple theories of what leaders should do in order to create organizational change, 
the use of positive psychology to provide support for the process remains constant.
Using Fredrickson’s (2001) broad-in-build theory in concert with the 
components for leading change, administrators are able to cultivate an environment in 
helping teachers build on positive emotion from experiences created by their prior 
success in implementing educational initiative. This cultivates personal strength and 
builds a deeper resiliency as loss takes place in engaging in new challenges faced due 
to change. Patterson and Kelleher (2005) assert that the ability to strengthen resiliency 
is most desirable in enabling people to face adversity. The finding of this research
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creates opportunities for connections to be made for the best level of support using the 
components for leading change.
The implications for current administrators to lead change are of primary 
concern within this study. Furthermore, administrators who implement strength 
identification in the hiring process and having a balance o f strengths while making 
position assignments based on a profile that will not only allow the person to serve 
the organization effectively but also to foster their personal satisfaction as suggested 
by Stein and Book (2000). Administrators who utilizing their emotional intelligence 
and strengths to ensure that each leader within the organization has the prerequisite 
strengths to build school capacity. Leading a change process is constantly engaging in 
skill cultivation. The difficulty in managing change is when the new source of 
information and/or skill is perceived to be beyond the acceptable level of personal 
skill (Moosomin & Delle Face, 2000). The findings within this study provide 
direction to school leaders in using their strengths to support their staffs through this 
process. Furthermore, the findings clearly indicate that leaders must be skilled in not 
only the technical process o f teaching the new techniques, but more importantly in the 
emotional understanding and relationships to provide support to move people through 
the difficult transitions. I would suggest that an individual’s personal skills, with the 
support o f the leader, will fall within a threshold of acceptability, thus allowing 
him/her to engage more readily in the new initiative and fostering the cultivation of 
skills.
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Seligman (2002a) offers his formulation of the “good life” in terms o f “ using 
your signature strengths every day in the main realms of your life to bring abundant 
gratification and authentic happiness” (p. 161). It is very apparent that the strengths 
that align with the leadership components for change are not mutually exclusive and 
are in many cases prerequisites for the advancement o f other components. What is 
certain is the importance o f administrators from all levels to have an understanding of 
the interaction of these strengths and seek opportunities to develop and engage in 
activities that directly align with strengths that are most prominent. While simply 
engaging in these activities may not guarantee the successful facilitation o f every 
change process, it will however guarantee that the experience o f the journey will be 
filled with a level o f personal and professional satisfaction and enjoyment. Fullan 
(2001a) offers some concluding thoughts on the remarkable convergence o f leading 
change as he says:
Leaders will increase their effectiveness if  they continue to work on the five 
components o f leadership—if they pursue moral purpose, understand change 
process, develop relationships, foster knowledge creation building, and strive 
for coherence -  with energy, enthusiasm, and hopefulness. If leaders do so, the 
rewards and benefits will be enormous, (p. 11)
Recommendations
The purpose o f this research was to categorize character strengths into 
leadership components for change, thereby enabling a correlation to be made between 
the strengths o f superintendents and principals in relation to the corresponding
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leadership components for change. The implications for this research were motivated 
by the growing demands o f school leaders to provide leadership for reform initiatives 
in order to meet growing pressures by internal and external constituencies. 
Consequently, the leadership provided by school administrators needs to be o f the 
highest quality, and in order to do so, leaders need to be able to maximize their 
strengths to more effectively manage complex change as well as foster a greater sense 
o f personal and professional satisfaction as a byproduct of their efforts.
While the literature discusses how using strengths to cultivate optimal 
experiences, positive emotions, optimism, and resiliency is becoming more effective, 
little focus has been placed on how these tenets can be utilized in the field of 
educational leadership and more specifically leading change in order to increase 
student and staff achievement. This study illustrates the relative strengths that 
administrators possess and the implications that their strengths can play in leading 
change in their school or district. However, the extent to which administrators utilize 
these strengths and leadership components to influence the people they lead is an area 
for further exploration. It is an important step for school leaders to become aware of 
their strengths. It is yet another to implement these components for change in such a 
way that those they lead can identify the benefit they experience as they move through 
the change process. To further develop this thought, I believe that there is significant 
value in researching how administrators spend the majority of their day to determine
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if  they are engaging in the types of leadership activities that provide the appropriate 
skill and challenge to nurture the flow experience thus making them more effective.
In this study, the strengths of administrators were characterized based on 
specific characteristics, and in particular that o f the level of the students with which 
they work, the leaders’ gender, and position, either superintendent or principal.
Further research is necessary to delve into the extent to which the differences in each 
o f these groups have a meaningful impact in leading their constituents. Furthermore, 
how do the developmental differences of administrators impact how strengths are 
displayed as they relate to leadership behaviors in education? Do some leadership 
strengths and components for change manifest themselves more prominently with a 
given environment?
The classification process in this study merely scratched the surface o f the 
implications for aligning strengths not only to components for change but also 
leadership characteristics that are consistent with the most effective educational 
leaders, not excluding teacher-leaders. This further examination of the classification 
o f strength will allow for researchers and practitioners to more definitively identify 
and thus build on strengths in order to cultivate and develop more effective leaders.
A brief description o f how the utilization o f strengths may look within a 
practitioner’s realm can be surmised by the following. As many state legislatures 
continue to mandate the need for highly qualified administrators, the concept of 
strength identification and development should become the cornerstone of
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administrative mentoring and preparatory programs, both at the university, building, 
and district levels. Further utilization o f this research may provide administrators 
greater depth in understanding their role as leaders and facilitators for individuals 
engaged in a change process. Finally, the use of strengths by superintendents can 
leverage and build a strong, cohesive, and effective board of education. This can be 
accomplished by fostering their understanding and utilization of their own strengths 
and talents in providing governance to the school district and thus strengthening the 
level o f confidence in their district leaders and therefore improving the superintendent 
and board relationship.
A final and perhaps most compelling recommendation would be for 
administrator preparation programs to spend a significant amount o f time building the 
capacity and developing the leadership components for change in future leaders. This 
should utilize instruments such as the unmodified Strength Survey to determine an 
individual’s signature strengths and using those five signature strengths to align with 
leadership components for change as an exercise o f self-exploration to determine the 
extent to which their strengths would assist in each aspect of leading change. If 
education is serious about leading people and not simply managing processes, we then 
must focus our attention on developing the positive human capital through the 
integration of the principles o f positive psychology.
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February 18,2005 NORTHERN ILLINOIS UNIVERSITY
TO: Scott Eric Wakeley
MEMORANDUM
Office of Research Compliance 
Institutional Review Board 
The Graduate School 
DeKalb, Illinois 60115-2864




FR: Jeffrey B. Hecht, Chair /sgd/
Institutional Review Board #1
RE: Graduate student research involving the use of human subjects for the project titled
Strengths of Illinois public school superintendents and principals and the correlation 
to leadership components for change
This is to inform you that your above-named research project has been approved by 
Administrative Review as exempt from the Code of Federal regulations (45 CFR 46) for the 
protection of human subjects. The rationale for exemption is section 46.101b, paragraph 3.
Because this research project has been designated “exempt,” this approval is final. You will 
not need any further review of this project unless you decide to modify it. If vou intend to 
change the procedures, subject pool, or otherwise to modify the protocol so that it would no 
longer qualify as exempt, vou will need to contact the Office of Research Compliance to 
obtain approval of the changes.
It is important for you to note that as a research investigator involved with human subjects, 
you are responsible for retaining any signed consent forms obtained from your subjects in a 
secure place for a minimum of three years after the study is concluded. If consent for the 
study is being given by proxy (guardian, etc.), it is your responsibility to document the 
authority of that person to consent for the subject. The committee also recommends that the 
informed consent include an acknowledgment by the subject, or the subject’s representative, 
that he or she has received a copy of the consent form. In addition, you are required to 
promptly report to the IRB any injuries or other unanticipated problems involving risks to 
subjects and others.
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Scott E. Wakeley 




As you know, school administrators operate under a microscope in a way that they 
have never had to before due to the increased accountability mandates o f the No 
Child Left Behind Act. Much research is available on the components that are 
necessary for meaningful change to occur. However, much less is known about the 
strengths that are inherent in each leader that foster the components of change. The 
challenge leaders have is to identify and utilize their own strengths, which enables 
them to lead change based on the specific components identified by Michael Fullan. 
These components are critical for administrators to create optimal experiences that 
foster effectiveness for themselves and those they lead through the change process.
This study is being conducted as part o f my doctoral research on administrators’ 
strengths that correlate with leadership components for change. You have been 
chosen to complete this survey because you are currently a suprintendent or 
principal in a unit district in northern Illinois. As leaders in our schools your input 
will provide a valuable contribution to a relatively new body of knowledge that 
examines the use of strengths to increase the effectiveness of leading change. It is 
estimated that completion of this survey will take approximately 15 minutes. All 
responses will be kept confidential.
The purpose of this survey is to identify leadership components that are most 
representative o f administrators’ overall strength profile. If you wish further 
information regarding your rights as a research participant, you may contact the 
Office of Research Compliance at Northern Illinois University at (815) 753-8588.
I would like to thank you in advance for your input. Please take time to complete 
the attached surveys and return by Friday, April 15, 2005. A return envelope has 
been included for your convenience
Respectfully,
Scott E. Wakeley 
Superintendent 
(815) 522-0626 - Home 
(815) 784-5352 - Office
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Northern Illinois University 
Department o f Educational Administration
PARTICIPANT CONSENT FORM
I agree to participate in the research project, titled “Strengths of Illinois Public 
school Superintendents and Principals and the Correlation to Leadership 
Components for Change,” being conducted by Scott Wakeley, Superintendent and 
Doctoral Candidate at Northern Illinois University. I have been informed that the 
purpose o f this study is to examine the relationship o f signature strengths of 
superintendents and principals and a leadership framework for change.
I understand that if  I agree to participate in this study, I will be asked to do the 
following: Complete a 15-minute survey to identify their strengths and mail to the 
researcher. I am aware that my participation is voluntary and may be withdrawn at 
any time without penalty or prejudice, and that if  I have any questions concerning 
this study, I may contact Scott Wakeley at (85) 784-5352, or Dr. Joe Saban, 
Dissertation Chairperson and Northern Illinois University Faculty, at (815)
753-5615. If I wish further information regarding my rights as a research subject, I 
may contact the Office o f Research Compliance at Northern Illinois University at 
(815)753-8588.
I understand that the intended benefits o f this study include the creation of a body of 
research that focuses on superintendents’ and principals’ strengths as it relates to the 
leadership components for change. I understand that all information gathered during 
this experiment would be kept confidential. Only demographic information 
associated with specific signature strengths will b used. No specific individual or 
school district will be identified in the study.
I realize that Northern Illinois University’s policy does not provide for compensation 
for, nor does the University carry insurance to cover injury or illness incurred as a 
result of participation in university-sponsored research projects.
I understand that my consent to participate in this project does not constitute a 
waiver o f any legal rights or redress I might have as a result o f my participation, and 
I acknowledge that I have received a copy of this consent form.
Signature of Subject Date
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Character Strengths & Leadership Components Mapping:
Directions:
• Using the codes for Leadership Components please indicate which Leadership 
Component best relates to the Character Strength. (Leadership Components can be used 
more than once)
• Indicate the level o f  relationship Character Strength has to the identified Leadership 
Component.
• Definitions o f  Strengths are attached.
Leadership Components  for Change,  Code,  and Definitions.
1) Moral Purpose (MP): Acting with the intention o f  making a positive difference in the lives 
o f employees, customers, and society as a whole.
2) Understanding Change (UC): Leaders who combine a commitment to moral purpose with 
a healthy respect for the complexities o f the change process.
3) Relationships (R): Leaders who consummate relationships with diverse people and 
groups, fostering purposeful interaction and problem solving.
4) Knowledge Creation & Sharing (KC): Leaders commitment to constantly generating and 
increasing knowledge inside and outside the organization.
5) Coherence Making (CM): Leaders that continually search for connectedness and strive 












1 2  3 4
Leadership Component:____
Moderate High
5 6 7 8
Leadership Component:____
Moderate High
5 6 7 8
Leadership Component:____
Moderate High
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5 6 7 8
Leadership Component:____
Moderate High
5 6 7 8
Leadership Component:____
Moderate High
5 6 7 8
Leadership Component:____
Moderate High
5 6 7 8
Leadership Component:____
Moderate High
5 6 7 8
Leadership Component:_____
Moderate High
5 6 7 8
Leadership Component:_____
Moderate High
5 6 7 8
Leadership Component:_____
Moderate High






















































1 2 3 4
19) Curiosity/Interest in the World:
Very Low Low
Relationship
1 2  3 4
Leadership Component:___
Moderate High
5 6 7 8
Leadership Component:___
Moderate
5 6 7 8
Leadership Component:____
Moderate High
S 6 7 8
Leadership Com ponent:____
Moderate High
5 6 7 8
L eadership Com ponent:____
Moderate High
5 6 7 8
L eadership Com ponent:____
Moderate High



















L eadership Com ponent:______________
Moderate High Very High
Relationship 
5 6 7 8 9 10
L eadership Com ponent:______________
Moderate High









1 2 3 4
21) Appreciation of Beauty:
Very Low Low
Relationship












1 2  3 4
Very High 
Relationship 









5 6 7 8
Leadership Component:_____________
Moderate High Very High
Relationship 









6 7 8 9 10
High Very High 
Relationship 
6 7 8 9 10
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
APPENDIX D 
CHARACTER STRENGTH DESCRIPTIONS












Code Character Strength Description
CU Curiosity/Interest in the World Taking an interest in all of ongoing experience; finding all subjects and topics 
fascinating; exploring, and discovering.
LL Love of Learning Mastering new skills, topics, and bodies o f knowledge, whether on one’s own or 
formally. Obviously related to the strength of curiosity but goes beyond it to 
describe the tendency to add systematically to what one knows.
OM Open-mindedness/Judgment/ 
Critical Thinking
Thinking things through and examining them from all sides; not jumping to 




Thinking of novel and constmctive ways to do things; includes artistic 
achievement but is not limited to it.
SI Social Intelligence/Emotional 
Intelligence
Being aware o f the motives and feelings o f  other people and the self; knowing 
what to do to fit into different social situations; knowing what makes other 
people tick.
PE Perspective Being able to provide wise counsel to others; having ways of looking at the 
world, what makes sense to the self, and to other people.
BR Bravery and Valor Not shrinking from threat. Challenge, difficulty, or pain; speaking up for what is 
right even if  there is opposition; acting on convictions even if unpopular; 
includes physical bravery but is not limited to it.
IN Industry/Perseverance/
Diligence
Finishing what one starts; persists in a course o f action in spite of obstacles; 












Code Character Strength Description
AU Genuineness/Integrity/
Genuineness/Honesty
Speaking the truth but more broadly presenting oneself in a genuine way; being 
without pretense; taking responsibility for one’s feelings and actions.
KG Kindness and Generosity Doing favors and good deeds for others; helping them; taking care o f them.
LO Intimacy/Loving Valuing close relations with others, in particular those in which sharing and 
caring are reciprocated; being close to people.
Cl Citizenship/T eamwork Working well as a member of a group or team; being loyal to he group; doing 
one’s share.
FA Fairness Treating all people the same according to notions o f fairness and justice; not 
letting personal feelings bias decisions about others; giving everyone a fair 
chance.
LE Leadership Encouraging a group of which one is a member to get things done and at the 
same time good relations within the group; organizing group activities and 
seeing that they happen.
SC Self-Control/Self-Regulation Regulating what one feels and does; being disciplined; controlling one’s 
appetites and emotions.
PR Prudence/Discretion Being careful about one’s choices, not taking undue risks; not saying or doing 












Code Character Strength Description
MO Modesty/Humility Letting one’s accomplishments speak for themselves; not seeking the spotlight; 
not regarding one’s self as more special than one is.
AB Appreciation of Beauty and 
Excellence
Noticing and appreciating beauty, excellence, and/or skilled performance in all 
domains of life, from nature to art to mathematics to science to everyday 
experience.




Expecting the best in the future and working to achieve it; believing that a good 
future is something that be brought about.
SP Spirituality/Sense of Purpose Having coherent beliefs about the higher purpose and meaning of the universe; 
knowing where one fits within the larger scheme; having beliefs about the 
meaning of life that shape conduct and provide comfort.
FO Forgiveness/Mercy Forgiving those who have done wrong; giving people a second chance; not being 
vengeful.
PL Playfiilness/Humor Liking to laugh and tease; bringing smiles to other people; seeing the light side; 
making (not necessarily telling) jokes.
ZE Zest Approaching life with excitement and energy; not doing things halfway or half­
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Character Strengths & Leadership Components:
Demographic Response Form
District Demographics:
1. Type o f School (if Principal):
Elementary Middle School_________ High School___________ _
2. Size o f District:
Small (Under 500): _______________
Medium (501 -2000): _______________






5. Years in Current Position:
l-5(years):____________ 6-10 (years):____________ 11+ (years):_______
6. Total Years in a Administrative Position:
l-5(years):_____________ 6-10 (year):_____________ 11+ (years):_______





Dean o f Students________
Special Education Administrator__________
Other__________
8. What school improvement process is your school/district engaged in?
ISBE School Improvement Process:_______________  North Central Association:
Baldridge:_____  Other:_________  None:__________
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For each statement please indicate whether the statement describes what you are 
like. Please be as honest and accurate as possible. Because there is 96 questions 
please do not spend a great deal o f time on one individual question, trust your first 
response. Thank you for your cooperation.
1. The statement “I am always curious about the world” is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
2. The statement: “I am thrilled when I learn something new” is:
Very much like me Like me Neutral Unlike me Very much unlike me 
5 4 3 2 1
3. The statement “When the topic calls for it, I can be a highly rational 
thinker” is:
Very much like me Like me Neutral Unlike me Very much unlike me 
5 4 3 2 1
4. I like to think of new ways to do things is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
5. No matter what the social situation, I am able to fit in is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
6. I am always able to look at things and see the big picture is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
7. I have taken frequent stands in the face of strong opposition is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
8. I always finish what I start is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
9. I always keep my promises is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
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10. I have voluntarily helped a neighbor in the last month is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
11. There are people in my life who care as much about my feelings and well­
being as they do about their own is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
12. I work at my best when I am in a group is:
Very much like me Like me Neutral Unlike me Very much unlike me 
5 4 3 2 1
13. I treat all people equally regardless of who they might be is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
14. I can always get people to do things together without nagging them is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
15. I control my emotions is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
16. I avoid activities that are physically dangerous is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
17. I change the subject when people pay me compliments is:
Very much like me Like me Neutral Unlike me Very much unlike me 
5 4 3 2 1
18. In the last month, I have been thrilled by excellence in music, art, drama, 
film, sport, science or mathematics is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
19. I always say thank you, even for little things is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
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20. “ I always look on the bright side” is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
21. My life has a strong purpose is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
22. I have always let bygones be bygones is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
23. I always mix work and play as much as possible is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
24. I throw myself into everything I do is:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
25. I am easily bored is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
2 6 .1 never go out of my way to visit museums or other educational site is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
27. I tend to make snap judgments is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
28. “Most of my friends are more imaginative than I am” is:
Very much like me Like me Neutral Unlike me Very much unlike me 
1 2 3 4 5
29. “I am not very good at sensing what other people are feeling” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
30. “Others rarely come to me for advice” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
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31. “Pain and disappointment often get the better of me” is:
Very much like me Like me Neutral Unlike me Very much unlike me 
1 2 3 4 5
32. I never quit a task before it is done:
Very much like me Like me Neutral Unlike me
5 4 3 2
Very much unlike me 
1
3 3 .1 lie to get myself out of trouble:
Very much like me Like me Neutral Unlike me 
1 2  3 4
Very much unlike me 
5
34. I always call my friends when they are sick:
Very much like me Like me Neutral Unlike me 
5 4 3 2
Very much unlike me 
1
35. I can express love to someone else:
Very much like me Like me Neutral Unlike me
5 4 3 2
Very much unlike me 
1
36. “ I hesitate to sacrifice my self-interest for the benefit of groups I am in” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
37. “ If I do not like someone, it is difficult for me to treat him or her fairly” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
38. One of my strengths is helping a group of people work well together even 
when they have their differences:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
39. “ I sometimes make poor choices in friendships and relationships” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
40. ”1 can rarely stay on a diet” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
41. I am always humble about the good things that happen to me:
Very much like me Like me Neutral Unlike me Very much unlike me 
5 4 3 2 1
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42. I experience deep emotions when I see beautiful things:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
4 3 .1 rarely stop and count my blessings is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
44. I have a clear picture in my mind about what I want to happen in the 
future:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
4 5 .1 do not have a calling in life is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
46. I always try to get even is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
47. Whenever my friends are in a gloomy mood, I try to tease them out of it:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
48. 1 mope a lot is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
4 9 .1 am excited by many different activities:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
5 0 .1 read a huge variety of books:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
51.1 usually don’t think things through critically:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
52 . 1 am not all that curious about the world:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
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53 . 1 rarely read nonfiction books for fun:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
54. My friends value my good judgment:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
55. When someone tells me how to do something, I automatically think of 
alternative ways to get the same thing done:
Very much like me Like me Neutral Unlike me Very much unlike me
■ 5 4 3 2 1
56.1 am often puzzled by my own thoughts and feelings:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
57.1 always have a broad outlook on what is going on:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
58 .1 do not have any special urge to do something original:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
59.1 am very aware of my surroundings:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
60 . 1 am not good at figuring out what really matters:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
61.1 never hesitate to publicly express an unpopular opinion:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
62. “I get sidetracked when I work” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
63. “My friends never tell me I’m down to earth” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
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64. If there might be negative results, I do not speak my mind freely:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
65 .1 am true to my own values:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
66. “I am rarely as excited about the good fortune of others as I am about my 
own” is:
Very much like me Like me Neutral Unlike me Very much unlike me 
1 2 3 4 5
67 . 1 am only kind to others if they are kind to me:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
68. “ I have trouble accepting love from others” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
69.1 do not easily share feelings with others:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
70 . 1 am an extremely loyal person:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
71.1 am not good at working with a group:
Very much like me Like me Neutral Unlike me Very much unlike me 
1 2 3 4 5
72.1 always admit when I am wrong:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
73. There are people whose opinions are simply not worth listening to:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
74. “I am not very good at planning group activities” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
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75 .1 have no trouble eating healthy foods:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
76.1 do not always finish what I start:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
77.1 rarely do any of my tasks at work or school or home before they 
absolutely need to be done:
Very much like me Like me Neutral Unlike me Very much unlike me
- 1 2 3 4 5
78 .1 cannot imagine lying or cheating:
Very much like me Like me Neutral Unlike me Very much unlike me 
5 4 3 2 1
79.1 rarely think through the consequences before I act:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
80. “ I often talk about my accomplishments” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
81. “I have not created anything of beauty in the last year” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
82.1 dread getting up in the morning:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
83 .1 am rarely aware of natural beauty in the environment:
Very much like me Like me Neutral Unlike me Very much unlike me 
1 2 3 4 5
84.1 always express my thanks to people who care about me:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
85.1 am not known for my sense of humor:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
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86.1 do not see the need to acknowledge people who are good to me:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
87. “ I rarely have a well-thought-out-plan for what I want to do” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
88.1 like to talk about myself:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
89.1 am far from confident that my way of doing things will work out for the 
best:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
90.1 do not believe in a universal power of God:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
91.1 am unwilling to accept apologies:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
92. I am not good at planning group activities:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
93. “I rarely say funny things” is:
Very much like me Like me Neutral Unlike me Very much unlike me
1 2 3 4 5
94.1 never seek vengeance:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
95. My faith makes me who I am:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
96 . 1 never approach things halfheartedly:
Very much like me Like me Neutral Unlike me Very much unlike me
5 4 3 2 1
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